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ABSTRACT
The number of organisations with ISO 9000 certification over the world has increased
dramatically in the last decade in developed and developing nations. The new standard
ISO 9001:2000 is a way for an organisation to manage internal and external customer
satisfaction and demonstrate continuous improvement.
In Libya four Manufacturing Public Sector Organisations (LMPS0s) have got ISO 9000
certification, for exporting their products to reduce Libya's reliance on oil revenue. The
low number of certified LMPSOs suggests that there are barriers affecting these
organisations achieving ISO 9000 certification. In similar countries, for example, UAE
they have more than nine hundred organisations registered with the certification.
Therefore the aim of this research was "to identify and analyse the barriers that affect
the implementation of a quality management system (QMS-ISO 9000 in Libyan
Manufacturing Public Sector Organisations (LMPS0s)".
From the literature review many barriers faced by many organisations, from different
countries around the world, in their implementation process, were identified. Also, a
conceptual framework was developed. There is a lack of empirical research on barriers
affecting the new standard implementation, and the number of studies in Arabic
countries is very limited with respect to the available literature in Western countries. To
get an in-depth understanding of the barriers affecting LMPS0s, two case studies were
carried out. A comprehensive list and in-depth understanding of barriers was identified
by this research. Some of them (19) were identified as being unique to the Libyan
culture in that they have not been reported before in the literature. Some of them are
similar to barriers reported in Arabic (20), Islamic (19), Western (20) and other
countries (32) such as Asian and South American countries. Therefore, this research
makes a contribution to this area by adding to the limited literature. Another
contribution of this research is that it has specifically filled the gap in knowledge in
Libyan studies and in Arabic studies in general. Some recommendations for further
research have been derived from this research.
CHAPTER ONE
INTRODUCTION
1.0-Introduction
In this chapter, the researcher will give an idea regarding the need of the research, the
research outlines which include the aim and four objectives. The research processes,
the research intended contributions and thesis structure will be explained.
With the increased globalisation of markets and liberalisation of local economies, it has
become necessary for businesses all over the world to develop competitive strategies.
The rapid globalisation of markets and the gradual acceptance of competition make it
more difficult for local government to protect local markets (Madu, 1997). In the
business world, the implementation of the quality management system-ISO 9000
(QMS-ISO 9000) has many benefits such as customer satisfaction, continuous
improvement (CI), reduction of cost, reduction of waste materials, increase of
profitability and productivity, saving time and motivating employees in the
organisations.
Zairi (1996, p.409) cited that Alabbar, Director General at the Economic Department,
Government of Dubai, UAE in a message making the launch of the Dubai Quality
Group, who stated that "The development of quality systems throughout the region will
raise the business standards under which we operate, thereby allowing the area to
attract more and better types of business that will contribute to the growth of the entire
area. It is for this reason that quality development will play such an important role in
our future".
Quazi et al. (2002) quoted Simmons and White (1999) who found in their study about
the electronics industry in North America, the average ISO 9000 registered
organisations were larger and more profitable than the average non-ISO 9000
organisations.
1.1-The need of the research
Deming (1986) mentioned that superiority in terms of quality of a product is an
important element that could contribute positively in generating sales and hence
strengthen the position of an organisation in its chosen market. Morris et al. (2000)
quoted Morris (1996) who cited ISO 9000 certification (the certification) as an objective
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yardstick of good management practice, which has already enhanced the
competitiveness of over three hundred thousand organisations around the world. In
similarity. Yeung and Cheng (2004) quoted Webster (1997) who argued that
implementation of ISO 9000 standards (appendix 1 shows the requirements of ISO
9001:2000) enable a company to look closely at its manufacturing and management
practices and identifies areas that need improvement. All over the world governments
are concerned about how public sector organisations are operating. Various initiatives
are introduced by the governments to make public sector organisations more efficient,
productive, competitive and effective (Hamali, 1999).
In the 1970's the Libyan State built up many manufacturing organisations producing
different kinds of products, for example, foods, metallic and chemicals. These
organisations vary from each other in the capital paid, number of employees, top
management qualifications etc. Some of these organisations are more strategic projects
to the country because they have been built from the beginning to produce products for
inside-outside markets and have high mass production, like the Misurata steel complex
and the Abukamash complex for chemical industries.
Up to 1990 the strategy of these organisations was to produce products for their local
market according to their specifications or according to the Libyan society
specifications. But in 1990 the Libyan State established a national standards body
called 'The Libyan National Centre for Standardisation and Metrology' (LNCSM) to
push the organisations to produce products according to Libyan standards which have
been issued as mandatory standards. Also, this centre, according to its establishment by
law, should control the quality of the products and set up and help the organisations to
adopt quality management systems and accredit them as a third party certification body
(LNCSM, 1999). Furthermore, to control the public industrial organisations the state
has established the General Industrialisation Corporation (GIC) with many tasks such as
improvement of Libyan product quality and promotion of Libyan industrial exports
(GIC, 2002).
The adoption of ISO 9000 standards by the Libyan organisations, which started in 1999
in the manufacturing organisations, encourages them to become competitors in the
global market, as the Libyan State wishes from the above actions. At the time of
starting the research in October 2001 only four Libyan organisations had the
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certification (three in manufacturing public sector organisations and a DHL branch in
Libya) according to ISO 9000 survey (ISO 9000 Survey, 2001). Only five companies
(four of them from manufacturing public sector and one from service sector) were
certified with ISO 9000 certification compared to other countries where some of them
have more than 40,000 organisations certified with ISO 9000, for example, UK, USA
and Japan according to International Organisation for Standardisation (ISO) records
(ISO 9000 Survey, 2003). The low number of certified Libyan Manufacturing Public
Sector Organisations (LMPS0s) means there are reasons affecting these organisations
to achieving ISO 9000 certification in a similar number of other countries, with the
same economic resources, society culture, for example, UAE that have more than nine
hundred organisations registered with the certification. Libyan organisations are
demanding improved quality of their products to verify the current strategy of their
State to export some of their products abroad. In the same time the state opened the
Libyan market to receive a variety of foreign products from different markets.
Therefore Libyan manufacturing organisations became locked in a battle to compete
both in the global market and in a relatively open local market. However, by
implementing the QMS, they can cope with pressures from foreign competitors. Noe et
al. (2003) cited that for companies to survive, they should protect their domestic
markets from foreign competitors and broaden their scope to encompass global markets.
To compete in the world economy, organisations need to put more effort into selecting
and retaining talented employees. Quality management (QM) is a necessary issue in the
battle to compete both in the global economy and in an open domestic market
(Dickenson et al., 2000).
The Libyan GIC records in 2001 show that, only six organisations from the twenty-four
in the Libyan public manufacturing sector are exporting their products. Just two
organisations from the three, which got certification, are exporting some of their
products regularly (strategic organisations). The other four organisations are exporting
to small private business firms in one neighbourhood country in irregular intervals in a
total of hundreds of thousands of US Dollars (GIC, 2002). These records give an
indication that the Libyan organisations lack the mechanism to be able to find a place in
the international markets and the certified organisations have a better chance to find
such a place.
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The Libyan Economy Minister, in a symposium held in July 2002 about the role of
private sector in the development and economy of Libya, stated that the public sector
organisations have to revise their management, production and marketing because those
organisations that run the work with a governmental, not an economical vision, fail.
Where the public sector have to focus on economical feasibility then there is an
improvement of production and marketing. The Libyan Economy Minister went on to
say that "the public sector organisations have a chance to revise and prove their
competence in front of the competition which has knocked on their doors. Producing
just for a local market is gone and those who have not the capability to compete on
prices and in quality will be finished" (Almukhtar, 2002, p.1).
The number of certified organisations in the manufacturing public sector is still not
more than the fingers of one hand. Those never make the Libyan state rely on the
manufacturing public sector as another national income rather than the oil. The
researcher attended the 22 nd
 General Assembly of the ISO in China in 1999 as a
member of the Libyan delegation in that conference. Also, he attended a workshop on
conformity assessment held in Tunisia in 2000. It was organised by the ISO too. In
those two events, the researcher faced a question from some attendees "why the
adoption of ISO 9000 standards in the Libyan organisations is still low compared to
other Arabic countries". Of course, there are barriers affecting the LMPSOs to be
certified with the certification. That is why the researcher in this research would like to
identify and analyse these barriers so that its findings can be used, in the future, to help
the organisations to understand the quality management (QM) practices and to
overcome their barriers. Also, this research represents the first such empirical study on
the barriers affecting the implementation of ISO 9000 standards in LMPS0s.
1.2-The research outline
1.2.1-Aim
This research aims to identify and analyse the barriers that affect the implementation of
a quality management system (QMS-ISO 9000) in Libyan manufacturing public sector
organisations.
1.2.2-Objectives
i. Understand the quality management system requirements, philosophies and
theories that are provided in IS09000 standards.
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Build an understanding of implementation issues around the quality
management system-1S09000/ 1994 and 2000.
Understand the common types of barriers affecting the implementation of ISO
9000 standards in organisations around the world (developing conceptual
framework).
iv.	 Investigate barriers that affect implementation of a quality management system-
ISO 9000 in Libyan case studies.
1.3-Research process
The researcher will carry out this research in the following steps:
1.3.1-Literature review
The literature review of this research is to be conducted to enable the researcher to
know and understand the concepts, theories, models and current knowledge on QMS-
ISO 9000. The aim of the literature review is to review the published work in the area
of ISO 9000 standards and their implementation, also to enable the researcher to
identify the barriers, which face the organisations, to be certified with the certification at
or after the registration. It was intended to enable the researcher to recognise the
relevant research aim, objectives, research question, developed the conceptual
framework of this study and the suitable methodology to conduct the research.
1.3.2-Selection of research philosophy
Philosophers of science and methodologists have been engaged in a long-standing
epistemological debate about how best to conduct research. This debate has centred on
the relative value of two fundamentally different and competing schools of thought or
inquiry paradigms (Amaratunga et al, 2002). These two philosophies are:
i.	 Logical Positivism uses quantitative and experimental methods to test
hypothetical deductive generalisations.
Phenomenological (Interpretive) Science inquiry uses qualitative and naturalistic
approaches to inductively and holistically understand human experience in
context specific settings. This approach tries to understand and explain a
phenomenon, rather than search for external causes or fundamental laws
(Easterby-Smith, 1991).
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Based on the strengths and weaknesses of these two paradigms and the nature of this
research, the phenomenological paradigm will be chosen as a philosophy of this
research.
1.3.3-Selection of research approach
There are two types of research approaches, qualitative research and quantitative
research concerning data collection methods. Qualitative research is a source of well-
grounded rich descriptions and explanations of processes in identifiable local contexts
(Amaratunga et al, 2002). Quantitative research is where the researcher emphasises
careful control and measurement by assigning numbers to measurements (Hussey and
Hussey, 1997).
Qualitative research focuses on words rather than numbers. "Qualitative methods are
therefore more suitable when the objectives of the study demands in-depth insight into a
phenomenon" (Ghauri et al, 1995, p.86). Also, qualitative research can be attuned to
change, sequences of events and behaviours and the transformation of culture (Dayman
and Holloway, 2002). From the above discussion, the researcher will select the
qualitative approach that is very powerful for giving insights, results and for assisting in
making influences and in drawing conclusions.
1.3.4-Selection of research design
The aim of the research design is to satisfy the research aim and objectives outlined in
sections 1.2. Yin (2003, p.20) defines the research design as "guides the investigator in
the process of collecting, analysing and interpreting observation". Also, Yin (2003)
states five different types of research design. They are experiment, survey, archival,
history and case study.
The selection of the case study method is to gain the depth of understanding of the
information necessary to identify and investigate the obstacles retarding the Libyan
manufacturing organisations to implement the QMS-ISO 9000. The case study will be
the primary research methodology used in this research. Yin (2003) states that the case
study is the preferred strategy when 'how' or 'why' questions are being posed. This
allows the researcher to determine not only what happened but also why it happened.
The intangible nature of the research elements such as culture change, resistance to
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change, and improvement in some organisations made the case study approach
necessary by the researcher (Bamber, 2002).
Multiple case studies looking at several sites aim to reach more generalisable
conclusions than those provided in a single case. Although the number of variables
changes from case to case; clusters of issue dimensions built into recognisable themes,
which in turn provide insights. Multiple cases augment external validity and help guard
against observer biases (Leavy, 1994).
There are two types of manufacturing public sector organisations in Libya, categorised
as follows:
i. Companies that have been certified with the certification.
ii. Companies that do not have the certification.
The multiple case studies can be chosen to provide a comprehensive understanding of
the various issues in the organisations relating to the QMS. Also there is not enough
time for the researcher to study all public-manufacturing organisations as case studies
(Doctoral Philosophy time). The case studies will be chosen as follows:
i. One case study from the Libyan manufacturing organisations, which is certified
with ISO 9000 certification.
ii. One case study from the Libyan manufacturing organisations, which is not
certified with ISO 9000 certification.
The justifying of choosing the two case studies will be in section 5.1.5.2.
1.3.5-Selection of data collection methods
Within the case studies, the researcher will use face-to-face semi-structured interviews
as the main method at the high and low levels, due to the flexibility provided through it.
Open-ended questioning will be used as a means to relax the interviewees and provide
them with the opportunity to explain in more detail, and in their own words, in the hope
of extracting more useful data. It ensures that the author was trying not to impose any
bias on the interview. Mason (2000) cited that the semi structured interview is
characterised by three characteristics:
i. A relatively informal discussion rather than formal question and answer format.
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No need for the researcher to have a structured list of questions, the researcher
could have a range of topics, themes or issues to cover.
The data are generated via the interaction.
Sekaran (2000) pointed out that in the semi-structured interview the researcher can
clarify doubts and ensure that the respondents understood the questions and the
responses are also understood by the interviewer. Also, the company's documents will
be used as other sources of data collection to satisfy the requirements for the research
validity and reliability. The documents include historical documents, contemporary
records and existing statistics.
1.3.6-Generation of interview and questionnaire questions
Questions about ISO 9000 standard implementation issues will be generated and used in
interviews with different levels in the organisations and in the questionnaire based on an
extensive review of the literature in the areas of ISO 9000 standard and the conceptual
framework elements of this research. The researcher will generate different interview
questions for every management level in every case study. The questionnaire will
contain selected barrier statements that will be derived from the literature and will be
submitted to the targeted respondents in the case study companies before conducting the
interviews. The questionnaire responses will give an indication to the researcher about
the type of barriers that may face case studies to implement ISO 9000 standards which
will help in informing the interview questions. A 4-point scale will be used in the
questionnaire to make the responses more reliable and will avoid respondents providing
answers that are mid-range, such as neither agree nor disagree. Additionally, a 'not
applicable' scale (NA) will be used too.
1.3.7-Conduct pilot case study
The aim of the pilot case studies is to give the researcher an idea about the problems,
which may appear with interview questions or the questionnaire questions. For
example, misunderstanding of questions from respondents, repeating of questions and
the length of questions. That will make the research remedy the problems before the
questions are used with the selected real case study organisations. Also, the conducting
of the pilot case studies is to get bullet points about the implementation of QMS-ISO
9000 situations in Libyan organisations. The interviews and questionnaire questions
will be finalised for use in the main case studies.
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1.3.8-Conduct real case studies
After the researcher identifies the two case studies, an investigation of the QMS-ISO
9000 implementation will take place by using questions generated from the literature
review to identify all types of barriers, reasons to get the certification and benefits after
registration. In this stage, the researcher will use all research techniques selected in
1.3.5 to collect data such as interviews with different levels of the organisation; top
management, middle management and supervisors and archival documents. The
questionnaire will be submitted to managers (quality manager and middle manager) and
supervisors in two organisations before the interviews for the purpose mentioned in
1.3.6.
1.3.9-Analysis of collected data
The data collected from case study organisations will be analysed according to suitable
methods and will be discussed in the methodology chapter of this research. Figure 1.1
presents a flowchart of the activities undertaken during the research.
1.4-The research contribution
The contribution of this study is the first of its kind to be carried out in Libya and adds a
new piece to the international jigsaw of ISO 9000 standards implementation
experiences. It is the enrichment of knowledge on QMS implementation in public
sector organisations. This research adds to the growing body of case-based literature on
QM. It represents the experience of Libyan manufacturing organisations for
implementation of ISO 9000 standards. The findings of this research will help the
Libyan manufacturing organisations in the public sector and governmental departments
to determine the future path of ISO 9000 standards implementation in Libya. Also, the
research will help those organisations from dealing with domestic customers and
serving the local market to find a place in the international market by adopting ISO
9000 standards.
The shortage in the studies about the barriers affecting the Arabic and Islamic public
sector organisations in the literature will make this study provide an in-depth and better
understanding of the Arabic and Islamic public sector organisations' environment
regarding the implementation of the QMS-ISO 9000.
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The novelty of this research is that there is no case study research in the general
published literature in Libya that looks at identifying and analysing the barriers
affecting the implementation of QMS-ISO 9000 in the manufacturing public sector.
The findings of this research strengthen the existing literature on QMS implementation
in the Libyan public manufacturing sector.
The list of these barriers that will be pointed out in this research can be used in the
planning or early implementation phases of a QMS to increase awareness and
understanding of the principles. The list can be used to evaluate the progress and to
improve existing systems by the organisations that are already involved in QMS-ISO
9000. The Libyan manufacturing organisations should be able to emphasise the
awareness of barriers in their training programs when they start to prepare themselves to
get the certification.
An understanding of barriers that can hinder the success of QMS-ISO 9000
implementation is essential for survival of this programme. Any organisations as well
as Libyan manufacturing organisations can benefit from knowledge of QMS-ISO 9000
aspects that have been mentioned in this research.
1.5-The thesis structure
The researcher is going to organise this thesis in the following chapters:
1)-Chapter one, which contains the need, aim and objectives of this research and a brief
outline of the research process. See figure 1.1.
2)-Chapter two contains the literature review on quality, quality philosophies and
theories, quality management and quality assurance and common barriers affecting the
implementation of ISO 9000 standards, ISO 9000 registration process and change
management process.
3)-Chapter three involves the development of a conceptual framework for the barriers
that inhibit the implementation of ISO 9000 standards in manufacturing public sector
organisations.
4)-Chapter four involves the Libyan environment (culture, society and political) and its
impact on Libyan management in general and Libyan manufacturing public sector
10
especially. Also, the role of the Libyan National Centre for Standardisation &
Metrology (LNCSM) according to its establishing law and acts.
5)-Chapter five includes the detailed methodology used by the researcher to carry out
this research, the justification of research design, approach, techniques and philosophy
selection. Also, it includes research questions of this research.
6)-Chapter six contains the gathered data from the two case study companies and
LNCSM management members due to use of interviews, questionnaire and documents.
Also, it contains a comparison between responses of the managers and supervisors on
selected barriers statements in the distributed questionnaire.
7)-Chapter seven involves in depth analysis and implications of the results. The results
were linked with the literature to know if the findings are similar or contrast to findings
found in studies were carried out in Arabic, Islamic, Western and other countries, or
unique and not reported before.
8)-Chapter eight provides the conclusions and recommendations for further research
work.
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CHAPTER TWO
LITERATURE REVIEW
2.0-Introduction
The literature review will be conducted to enable the researcher to know and understand
the concepts, theories, models and current knowledge on quality management system-
ISO 9000. Also, the literature review intends to make the researcher identify the
barriers that face the organisations to be certified with ISO 9000 certification that will
help in developing the conceptual framework of this research.
2.1-Quality definitions
When the word quality is used it conveys ideas of elegance, luxury, craftsmanship. The
quality requirements involve availability, delivery, reliability, maintainability and cost
effectiveness (Oakland, 2000). The perception of quality has shifted over the past 30
years. Quality was previously measured by, or assumed to, result from attaining some
allowable level of defects. It is now defined as meeting customer requirements and go
beyond to its expectations (Withers and Ebrahimpour, 2001).
There are a number of quality definitions from well-known quality gurus. Juran and
Gryna (1988, p.2.8) define quality as "Fitness for purpose or use". Deming (1986, p.5)
defines quality, as "Quality should be aimed at the needs of the consumer, present and
future". Feigenbaum (1991, p.7) defines quality as "The total composite product and
service characteristics of marketing, engineering, and manufacture and maintenance
through which the product and service in use will meet the expectation by the
customer". Crosby (1996, p.24) defines quality as "Conformance to requirements and it
is conforming to specifications".
With the increased globalisation of markets and liberalisation of local economies,
quality has become the major factor in achieving competitiveness, and then it is
necessary for businesses all over the world to develop competitive strategies (Madu,
1997). Also, Madu, (1997) quoted Hames who further notes that quality, too, is a series
of behaviours — ways of thinking and of working — and can only thrive in a compatible
environment. However, Liang Tan (1997, p.152) defines quality as "A long- term
business strategy, which strives to provide goods and services to fully satisfy both
internal and external customers by meeting their explicit implicit expectations.
Furthermore, this strategy employs the talent of all employees". Nowadays the
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emerging market given competitive environment, industries should achieve
internationally accepted quality levels, to ensure a place in this market. Global
competition calls for higher levels of quality, efficiency and service (Motwani et al.,
1996).
The customer is defining the new quality, which is a part of a company's culture, it
must start with the chief executive officer and be part of a top management team's
performance practices (Ludwig-Becker, 1999). ISO 9000 (2000, p.'7) defines quality as
"The degree to which a set of inherent characteristics fulfils requirements". By
combining the definitions of quality and requirements in ISO 9000/2000, quality can be
expressed as "The degree to which a set of inherent characteristics fulfils a need or
expectation that is stated, generally implied or obligatory" (Hoyle, 2001, p.21). Quality
is a fundamental strategy for the support and improvement of competitiveness in
different sectors. Recently it was linked with customer's satisfaction and went beyond
that to expectations, and to continual improvement.
2.2-Quality Gurus' philosophies
The quality Gurus are a few 'pioneers' from different countries (US, Japan and UK).
They introduced their ideas and addressed the basic principles to develop the activities
related to quality such as quality assurance (QA), TQM and quality management
systems. They present many solutions to the needs of QM (Kruger, 2001).
The effective meaning of assuring quality of products or services is that every one in the
organisation has a responsible attitude towards doing 'it right first time'. That is why
many organisations have been looking for a number of years at various ways to
motivating and involving employees in the quality of their work by applying
approaches, such as, Deming-14 points, Crosby-Zero Defects, Juran-Breakthrough and
control, Feingenbaum-TQM, Ishikawa-Quality Circles, Taguchi-Taguchi Technique
(Analysis of variance) and loss function (Vorley, 1998). The success of these
approaches, which common ambitions are the attainments of quality, have been applied
with varying degrees depending on a number of factors, for example, culture, systems
and structure of the organisation (Vorley, 1998).
Understanding of the gurus' philosophies remains a vital requirement for the successful
implementation of quality management systems that does not exclude the other studies
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and research in this field, the model of ISO 9000 standards was extracted from these
philosophies (Sandres and Scott, 1997). It is useful to help the researcher to understand
the theories and issues around the QMS in this study.
Juran (1989) cited that quality improvement (QI) is arising of quality performance to
breakthrough levels by:
i. Set up the infrastructure needed to secure annual QI.
ii. Identify the specific needs for improvement.
iii. Assigning QI team.
iv. Provision of the resources, motivation and training needed by the team.
Juran and Gryna (1988) established the ten steps of QI, which play a very important
role in an organisation's quality system improvement. The organisation was required to
establish a quality policy first, which is a guide to managerial actions among the
organisation's activities (Juran and Gryna, 1988). In 1989, Juran cited that QI in any
organisation is a new responsibility, radical change in style of management and a
change in culture (Juran, 1989). Also, Juran sees that the creation of a steering
committee or quality council is first, to decide the broad policy and strategy for QI
programmers in the organisation and to play the coordinating role in the organisation's
activities related to quality. Beside the ten points of Juran, Deming (1988) stated out
his fourteen points for improving quality, productivity and competitive position. These
fourteen points are useful for the organisations to implement QMS. They are the aims
or objectives and do not describe the approach, methods and tools. Likewise,
Feigenbaum's philosophy as fundamental to QI that all functions in an organisation
should be involved in the quality process and that quality should be built into the
product rather than failure being inspected out. Feigenbaum (1991) stated out the three
stages of his approach are:
i. New Design Control-The techniques and documented procedures used to ensure
that the customer's requirements are fully understood and interpreted in to
manufacturing specifications with due consideration for all performance, safety
and reliability related requirements.
ii. Purchasing Control-The techniques to ensure that the quality of supplies
consistently meet the specified requirements in terms of price, delivery, service
and quality.
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iii. Product Control-Includes all the documented methods associated with ensuring
that the product conforms to specified requirements. This control will need to
include subsequent stages such as packing, installation and servicing.
Feigenbaum sees that quality is total and needed to involve all functions associated with
the process of fulfilling the customer requirement from initial specification and design
control through to the manufacture stages (Vorley, 1998). Crosby (1996) mentioned his
fourteen steps to improve management accompanied with implementing Zero Defects.
Sun (2000) quoted Crosby who pointed out in his speech about quality management to
the 3rd Shanghai International symposium on quality held in October 1998 that a
successful organisation provides solutions for customers, employees, suppliers and the
community. To meet these requirements management should describe the
responsibilities of employees, suppliers and customers.
2.3-Total quality management (TQM)
The literature highlighted that the new standard (ISO 9001:2000) is much closer to
TQM principles. The researcher in the next paragraphs will give an idea about the
TQM system to indicate the similar aspects between the two systems. Ho and Fung
(1994, p.24) defined TQM as "a way of managing to improve the effectiveness,
flexibility and competitiveness of a business as a whole. It is also a method of removing
waste by involving every one in improving the things are done". Hill and Wilkinson
(1995) cited that TQM is a philosophy of management derived from the work of the
quality gurus. It is based on three fundamental principles:
i. Customer orientation to satisfy customer requirements and expectations.
ii. Process orientation, the activities to be performed as process (input-process-
output).
iii. Continuous improvement.
Additionally, Hill and Wilkinson (1995) indicate that TQM characterised with
debureaucratisation, downsizing, delaying and decentralisation, project based teams and
new coordination mechanisms. Martinez-Lorente and Martinez-Costa (2004) quoted
Martinez Lorente et al. (2000) who stated that the eight dimensions of TQM are top
management commitment, quality data and reporting, workforce management (training,
empowerment and teamwork), employee attitudes and behaviour, supplier relationship,
customer relationship, product design process and process flow management.
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Daving et al. (2003) quoted Douglas and Judge (2001) and Spencer (1994) who point
out that the TQM principles can be summarised as below:
i. Goal. Decrease cost through QI.
ii. Definition. Quality is satisfying or delighting the customer.
iii. Role of environment. Customers and suppliers are considered part of the
organisational process.
iv. Role of management. Management has the primary responsibility for quality.
v. Role of employees. Employees are trained and empowered to make decisions to
improve quality.
vi. Structure. Teams are organised around processes to facilitate goal
accomplishment.
vii. Philosophy toward change. CI and learning are encouraged throughout the
organisation.
Madu (1997) introduced that one of the important requirements for TQM is the need to
develop a flat organisation, which will replace the hierarchical traditional structure of
organisations. Bryde and Slocock (1998) stated that QMS approach is more successful
when implemented as part of a wider TQM program. It is less successful when
implemented in isolation or as the only quality initiative within an organisation.
Crumrine and Runnels (1991) offer a model for applying TQM that involves five
categories as below:
i. Commitment, it represents investigate, evaluate, adopt and obtain commitment
to TQM.
ii. Organisational development. Integrate TQM into key management process;
educate, train and offer support to employees.
iii. Customer focus. Determine work teams, analyse customers, products.
iv. Process orientation. Identify, standardized and improve process control.
v. CI. Develop method for identifying opportunities and integrating the
improvement process into daily operations.
Oakland (2000) cited that the model of TQM is as shown in figure 2.1.
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Fig.2.1 TQM Model (Source: Oakland (2000)).
TQM provides the general concept, which fosters CI in an organisation. It focuses on
total satisfaction for both internal and external customers within a management
environment that seeks CI of all systems and processes. The essential elements of
TQM are prevention of product defects and an emphasis on quality in design. It
supports the development of good relationships between employees, suppliers and
customers.
2.4-1S0 9000 standards
Vorley (1998) mentioned that during the 1950s the ISO 9000 standards historically
originated with the American Military standards that came from the North Atlantic
Treaty Organisation (NATO) to become the defence standards 05-21 series. NATO
produced QA publications, which stated that requirements, including method of
production, should be clearly defined in purchase specifications. John and Chang
(1997) went to say, the civilian organisations considered these standards to be of value
and develop their own, BS5750 (1979) then updated to BS5750 (1987). The ISO
adopted BS5750 as QA standard-ISO 9000 in 1987. Since the ISO released these
standards, most of the developed countries adopted them. This adoption is justified
concerning their benefits to the organisation. The model of ISO 9000 standards
deducted from the philosophies of quality Gurus likes Juran, Deming, Feigenbaum
(Sandres and Scott, 1997). The ISO 9000 standards were developed by the ISO in 1987
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and have become the international quality standards. In 1994, the ISO revised the series
of ISO 9000 standards version 1987. The standards focused on twenty specific aspects
of quality program, they are deemed the twenty requirements of a QA system. The
organisation will fail the audit if any of these requirements is not present and applied.
The version standards were referred to as QA standards, because their customers used
them for obtaining an assurance of the quality of products being supplied (Hoyle, 2001).
The ISO 9000:1994 series of standards include five separate standards; ISO 9000, ISO
9001, ISO 9002, ISO 9003 and ISO 90004. However, ISO 9001, 9002 and 9003 are
conformance standards for QA systems. ISO 9000 and ISO 9004 are guidelines to
apply the first three standards and relate to the development of a quality system within
the organisation. ISO 9001 applies to organisations that design, develop, produce,
install and service their own products. ISO 9002 is applied to organisations that provide
products without a design process. ISO 9003 is applied to final inspection and test
procedures only.
Gilbert (1994) gives importance of adopting series of ISO 9000 standards that it can be
used in organisations in order to develop and document their QMS. The aim of ISO
standards is to eliminate trade barriers between countries. It promotes standardisation to
facilitate international exchange of goods and services and to develop international
economic, technical and intellectual cooperation (Motwani et al., 1996). But Vorley
(1998) pointed out that the aim of QA-ISO 9000: 1994 standards was primarily to
prevent non-conformity or customer problems and to achieve customer satisfaction by
concentrating on the product or service process. The objective of this type of standard
is the minimisation of risk and cost of products. The series of ISO 9000:1994 standards
provide a common yardstick against which purchasers can check an organisation's QA
system, resulting in quality assured organisations. Every standard is a model that
management can employ to give guidance to the selection of appropriate QA controls.
It is possible to apply a QS to most key areas and processes and in most stages of supply
of the product or service. This is to ensure that the process of providing the product or
service has been quality assured. In similarity, the ISO 9000 series standards act as a
reference framework used to assess the implementation of QA system if it is
implemented and developed in an structured, complete or arbitrary way or not (Fuentes,
2000). The ability of any organisation to consistently design, produce and deliver
quality products is evaluated comparing to a formalised system, which the ISO 9000
standards have (Curkovic and Pagell, 1999). The ISO 9000 gives essential elements of
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a proper QA system without describing the way to the organisations as to how to apply
them (Tsiotras and Gotzamani, 1996).
In 2000, the ISO revised these standards and there emerged a new edition including two
standards instead of the five standards in the previous versions. The three standards;
ISO 9001, 9002 and 9003 are mixed together in one standard called ISO 9001/2000 and
the series of ISO 9000 standards becomes ISO 9000, 9001 and 9004 for QMS. The new
version of ISO 9001:2000 standard (appendix 1) promoted new issues such as
monitoring customer satisfaction, quality objectives and CI, giving more chances to
meet needs and expectations of customer (Burzacca and Lunghi, 2003). ISO/TC 176
(1998) commented, "Customer needs are the force driving the revision of these
standards" (Larsen and Haversjo, 2000, p.226). The ISO 9000:2000 standards are a set
of interrelated ideas, principles and rules. The purpose of this series is to assist
organisations of all sectors and sizes to implement and operate effective QMS. The
basic idea of the ISO 9001:2000 is to require an organisation to effectively use and
implement its QMS including CI and prevention of nonconformity which the aim is to
satisfy the customers (Tsim et al., 2002).
The ISO 9000 standards help to ensure that organisations follow specific well-
documented procedures in the making of products or services and nothing more. These
procedures describe how operations must be conducted (Singels et al., 2001).
2.5-Quality management system (QMS)
The QMS is defined in ISO 9000 (2000, P.8) as "that part of the organisation's
management system that focus on the achievement of outputs in relation to the quality
objectives". Laszlo (2000, P.1) cited that QM is "the quality of management" which
contains leadership, communication, team work and ability to change and improve and
pleasing the customer. It includes the ongoing search for opportunities to improve. QM
is an overall concept that should be committed to by top management. Whereas QA is
"the assurance of quality" which contains the correction and prevention of problems to
provide customers with the confidence that product is of high quality. The quality
department is looking to administer it in the organisation. An organisation can shift
from QA, forming the basis for ISO 9000 version 1994, to QM forming the basis for
ISO 9000 version 2000 by bridging the culture gap between the two concepts. They
provided as synthesis of the quality literature by identifying eight critical factors (areas)
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of QM in a business unit; role of divisional top management and quality policy, role of
quality department, training, product and service design, supplier QM
processes/operation procedures, quality data and reporting and employee relations.
Some of benefits in applying QM such as to satisfy customer, improve product quality,
increase productivity and reduce cost. National governments must play an active role in
promoting and encouraging organisations to adopt QM practices due to setting up
national quality awards to promote quality awareness and provide a platform for sharing
successful QM initiatives (Lee and Quazi, 2001). Stebbing (1993) mentioned that QM
is a key factor in gaining competitive advantage. Understanding of the QM practices of
other countries is very important for decision makers in western cooperation. Any
organisation embarking upon a QMS should use the available ISO 9000 standards as
guidance documents. Also, Oakland (2000) stated that an appropriate QMS can make
an organisation's objectives cited in the quality policy to be received. QMS is the
assembly of components, such as the organisational structure responsibilities, process
and resources. Hamali (1999) pointed out that QM in a public sector organisation is not
easy to implement through; lack of competition to push principles of QM, lack of
effective top management, the centralised government control that limits the flexibility
and acceptance to change, the environmental differences of their customers that make it
difficult for public sector organisations to please or delight their clients. Furthermore,
the large number of people in the public sector organisations makes it difficult to
implement QM in them. The public sector organisations are not located at one central
location. Finally, it is very difficult to spread any ideas over a large organisation
(Bendell et al., 1994).
2.5.1-Quality management-ISO 9000:2000 principles
Eight principles have emerged as a fundamental of QM. These eight QMS principles
are as fundamental and integral part of the new version of ISO 9000:2000 standards as
management review and preventive action. They are a set of enablers that top
management can use as a framework for introducing good management practice to
underpin the organisation's management systems. An organisation should take into
consideration the concepts and the philosophies behind the principles, when introducing
or updating its management systems (Hele, 2003). QMS-ISO 9000 version 2000
standards based on a set of QM principles that have a good deal with the principles that
characterises QMS. The ISO 9001:2000 standard tends to increase the intersection area
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between QMS requirements and TQM (Biazzo and Bernardi, 2003). ISO/TC 176
(1998) mentioned that QM principles are comprehensive and fundamental rules or
beliefs, for leading and operating an organisation, aimed at continually improving
performance over the long term by focusing on customers while addressing the needs of
all other interested parties. Ludwig-Becker (1999) mentioned that the principles
provide a clear relationship of an organisation's QM to its management system and
place QM in a business management framework. The principles of QM should be
embedded into the organisational culture to enhance a climate of open cooperation and
teamwork through the staff, customer and supplier (Laszio, 2000). The training in QM
principles is very important for the people in the organisation. Quality can become a
problem when people in the organisation do not understand the QM principles (Crosby,
1996). These principles are arranged as follows:
2.5.1.1-Customer focus
The organisations depend on their customers. They should understand and do hard
effort to meet and exceed their expectations. This principle means that every one in the
organisation must focus on the customer not only the top management or the sales
department. Many organisations are establishing their policies and procedures around
the customer (Ludwig-Becker, 1999). In ISO 9001:2000 standard, the customer focus
principle is reflected through the requirements addressing the communication with the
customer, management commitment, appointment of a management representative and
the determination of customer needs and expectations (Hoyle, 2001). Vouzas and
Gotzamani (2004) quoted Conti (1999b) who identifies that customer satisfaction is a
key requirement for verifying the effectiveness of the QS.
The need to satisfy customer satisfaction can be achieved by developing and
implementing an effective QMS utilising the criteria given in the appropriate general
QMS standard mentioned above.
2.5.1.2-Leadership
Goetsch and Davis (2000) indicated that leadership relating to quality is the ability to
inspire people to make a total willing and voluntary commitment to accomplishing or
exceeding organisational goals. Leadership for quality is based on the philosophy that
continually improving work methods and processes to improve quality, costs and
productivity. Leaders should establish the unity and purpose for the internal
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environment of the organisations. Leaders should make the employees in an
organisation want to work. Leadership is to guide all activities of the organisation
towards quality excellence. Top management should create and sustain clear and
visible quality values along with a management system (Raghunathan et al., 1997).
Ludwig-Baker (1999) highlighted that the hallmarks of good leaders are;
communications, vision, change and respect for all individuals. The leadership must
create and maintain the internal environment in the organisations to make people
become fully involved in achieving the organisation's objectives. Top management
needs to be involved in the management review process to understand what goes on
within the organisation and understanding the current and future needs of its customers.
Hoyle (2001) added that the ISO 9000 the leadership principle is reflected through the
requirements addressing; internal communication, creating an effective work
environment, planning and the setting of objectives and policies. Leadership in an
organisation is represented in the involvement of managers in setting the goals and
objectives, the review and assessment activities of the whole situation toward their
customers, employees, competitors, technology and quality. Also, it represents the
continuous improvement activities (Al-Zamany et al., 2002).
2.5.1.3-Involvement of people
When the people at all levels are fully involved in the organisation, this enables their
abilities to be used for the organisation's benefit. The people within an organisation are
communicated to know and understand the relevance and importance of their activities.
Also, they should know how these contribute to organisation objectives. Hele (2003)
cited that people at all levels are the essence of an organisation and their full
involvement enables their abilities to be used for the organisation's benefits. The
principle is reflected in ISO 9001:2000 through the requirements addressing;
participation in design reviews, defining objectives, responsibilities and authority,
creating an environment in which people are motivated, internal communication and
identifying complete needs (Hoyle, 2001).
2.5.1.4-Process approach
Tsim et al. (2002, p.247) outlined that process approach management is defined as "the
application of a system of processes within an organisation, together with the
identification and interactions of these processes and their management". The whole
system should be seen as one homogenous system with no part being in isolation.
23
When the activities and resources in the organisations managed as a process, a desired
result is achieved more efficiently (Ludwig-Baker, 1999). Hoyle (2001) mentioned that
the process approach to management is not converting inputs to outputs that meet
requirements. But it is a managing process that has a clearly defined purpose and
objective that is based on the needs of the interested parties. That is designed to get the
object and purpose through tasks that use capable human, physical, financial resources
and information. It produces outputs that satisfy the interested parties in the
organisation that measure, review and continually improve process efficiency and
effectiveness. But Balzarova et al. (2004) quoted Batnber et al. (2000) who cited that
the presence of a hierarchal management approach in some companies made it difficult
to establish process based management. The process approach is the biggest change in
ISO 9001:2000 where this approach helps organisations to eliminate complicated QMS
documentation (ISO/TC 176 SC2, 2002).
2.5.1.5-Systems approach to management
Identifying, understanding and managing interrelated processes as a system contributes
to the organisation's effectiveness and efficiency in achieving its objectives (Ludwig-
Baker, 1999). This principle recognises that the behaviour of any part of a system has
some effect on the behaviour of the system as a whole (Hoyle, 2001).
2.5.1.6-Continual improvement (CI)
ISO 9000 (2000, P.9) defines the CI as "a recurring activity to increase the ability to
fulfil requirements". ISO/TC 176 SC2 (2002) stated that the ISO 9001:2000 standard
as a process of CI in order to achieve products of the highest quality and greater
customer confidence. CI is almost in every clause of the new standard. CI of the
organisation's overall performance should be a permanent objective of the organisation.
It is a permanent goal for any organisation that wishes to stay in business. CI would
yield excellence in design, ensure communication in contracts and create teamwork
spirit (Hele, 2002). In similarity, Magd et al. (2003) cited that CI should be an
objective as it is a necessary objective of QMS-ISO 9001:2000 implementation. It is
based on the commitment of every person in the organisation and on information related
to quality.
Deming (1986) argued that QI will result in increase in productivity, decrease in cycle
time, increase in capacity, reduction in production costs, improved profits, customer
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satisfaction, greater market share, reduction customer complaints and less litigation.
Low and Ling Pan (2004) pointed out that the existing literature on ISO 9001: 2000
standards argue that without top management commitment and support, the organisation
can not achieve CI process of a QMS.
2.5.1.7-Factual approach to decision making
Ludwig-Baker (1999) stated that the effective decisions and actions are based on the
logical and intuitive analysis of data and information. Scrap, rework, returns and
customer information are all-important for decision making. This principle leads the
decision makers to approach the decision in different ways; decide what decision wants
to be made, determine what facts are needed to make the decision and determine how
many facts will be obtained and what methods should be used to get them (Hoyle,
2001). Effective decisions depend on the analysis of data collected. Using the factual
data and information with experience can only help in making the right decisions for the
organisation (Hele, 2003).
2.5.1.8-Mutually beneficial supplier relationships
The organisation should let their suppliers know its requirements and current and future
needs of its customer. Mutually beneficial relationships between the organisations and
their suppliers enhance the ability of the organisations to create value (Ludwig-Baker,
1999). The twenty first century organisations are more dependent upon their suppliers
rather than ever before (Hoyle, 2001).
2.5.2-The Quality management system-ISO 9000:2000 requirements
The requirements of ISO 9001:2000 maintain a greater focus on process, customer
satisfaction, user needs and CI of organisational process (Poksinska et al., 2002). The
QMS requirements according to ISO 9001:2000 standard involve five requirements
sections (appendix 1), each dealing with one of the fundamental building blocks
required by any process as shown in figure 2.2. Burzacaa and Lunghi (2003) cited the
cycle of PDCA (plan, do, check, and act) could be applied to keep and improve
continuously the effectiveness and the efficiency of the processes at all levels of the
organisations. It is the tool used to achieve an adequate level of understanding, useful
to plan and execute the process, to control and to obtain improvements. But Balzarova
et al. (2002) pointed out that ISO 9001 version 2000 promotes the adoption of a
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Figure 2.2 QMS-ISO 9001:2000 Requirements (Source: ISO 9001:2000 Standard,
p.iv).
Figure 2.3 shows the model of the processed-based QMS built for an organisation. The
system view of the processes was modelled inside a PDCA cycle containing the ISO
9001:2000 requirements. Moreover, Tsim et al. (2002) cited that management activity,
process approach management, customer satisfaction and CI are four key system areas
for the adaptation to ISO 9001 version 2000. Figure 2.4 shows the model containing
these four important areas, their integration and basic concepts.
2.5.2.1-Section one-Quality management system
This section points out that the general and documentation requirements, which are the
essentials of the management system. The general requirements contain what should be
done at the processes of the management system, how they interact with each other,
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resources are needed to carry out the processes and how to measure and monitor the
processes. Documentations are needed to run the system effectively and how to control
and record the documentation system. The documentation includes quality policy and
quality objectives, quality manual, procedures and work instructions, and quality results
records.
2.5.2.2-Section two-Management responsibilities
This section points out that the top management is responsible for the management of
the system. Top management should know customers' requirements and commit to
meet them as well as statutory and regulatory requirements. The top management
should define policies and how to achieve them through identification and planning to
meet the objectives. Also, the top management should ensure good internal and
external communications and review management system periodically.
The management responsibility element involves the requirements for developing and
improving the QS, setting up quality policy and planning, defining responsibilities and
authorities, and communication processes to facilitate effective QM (Biazzo and
Bernardi, 2003). The management responsibility in ISO 9000:2000 is extended to
involve a specific responsibility for ensuring CI and benchmarking (relying on ISO
9004:2000) and for management review. The new standard emphasis on supplier
relationships, customer satisfaction, market and competitor analysis and on the
development of improvement opportunities (Beckford, 2002). Additionally, Tsim et al.
(2002) pointed out that quality policy and objectives should be established and well
communicated to management and employees in the organisation by top management.
The top management must provide the necessary resources to fulfil the company's
quality objectives and should review effectiveness, suitability and continuing of the
implemented QMS.
Oakland (2000) mentioned that the management responsibilities include the following:
i. Customer needs and requirements, the organisation should understand them to
achieve customer confidence in the products provided.
ii. Quality policy, the organisation should define, publish, communicate,
implement and maintain it at all levels.
iii. Quality objectives and planning, written objectives and definitions of the
responsibilities should be established by top management in the organisation.
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iv. Management review, should be done by top management at defined intervals.
v. Quality manual, it should contain quality policy, defining the QMS, the
organisational structure and system procedures to be used.
vi. Control of documents, the new and revised documents are needed, the QMS
should be controlled.
vii. Control of quality records, quality records should be controlled to show
conformance to requirements. Quality records from suppliers also need to be
controlled.
2.5.2.3-Section three-Resource management
This section contains people competent to do their tasks, resources, work environment
and necessary infrastructure (Human Resource) to ensure the customers' requirements
and expectations are met. Biazzo and Bernardi (2003) state that the resource
management element contains the requirement for managing human and infrastructure
resources in order to implement and improve the QMS, and to establish customer
satisfaction. The new ISO 9000:2000 standards focus very clearly on human resource
management. Issues as health and safety, financial management and environment
(Beckford, 2002). Oakland (2000) cites that the organisation needs to select and
appoint people who are competent by appropriate education, training and have good
experience to activities that impact the product quality. Information should be defined
and maintained in the organisation to achieve conformity of product.
2.5.2.4-Section four-Product realisation
This section involves the processes necessary to produce the product. It is the act to
converting the input process to the output process. Biazzo and Bernardi (2003) pointed
out that this section comprises the requirements for identifying customer needs,
reviewing product requirements, communicating with customer, designing and
developing products, purchasing, producing or developing services and controlling
measurement and monitoring devices. Oakland (2000) categorises this section into:
i. Customer-related process, the organisation should identify and review customer
requirements.
ii. Design and development, design and developments of products should be
planned and controlled. The outputs of the design and development process
needed to be recorded.
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iii. Purchasing, the organisation should control the purchased materials to ensure
they conform to the organisational requirements. Suppliers need to be evaluated
and selected regarding ability to supply the product. The organisation must
document information describing the product ordered.
iv. Production and service delivery processes, the organisation needs to control
delivery process of product.
v. Control of nonconformities, non-conformed product needs to be controlled to
prevent its specified use. Identifying, recording, reviewing and extent of the
problem of non-conforming product must be done and the actions to be taken as
well. It's proposed use or repair or modified processes need to be reported to
the customer.
vi. Post delivery services, the organisation needs to plan the support services after
delivering of the product.
2.5.2.5-Section five-Measuring analysis and improvement
This section contains measurements that enable the system to be monitored to provide
information on how the system is performing with respect to the customer, the
management system, the processes and the product. Analysing of these, including any
defect or shortfall in performance, will provide valuable information for use in
improving the systems and products, where it is required. Biazzo and Bernardi (2003)
cited that this section in the new ISO 9001:2000 standard includes the specific
requirements for customer satisfaction monitoring, measuring and monitoring products
and processes, managing internal audits, improvement actions and managing
nonconformity detection.
Oakland (2000) highlighted this section, which involves the following:
i. Measurement, customer satisfaction is a primary measure of system output and
internal audits should be used for evaluating system compliance. The results of
the internal audits should be recorded and communicated to the area audited to
take the corrective actions on the records of non-conformed product. The
organisation needs to control, calibrate, maintain, handle and store the
applicable measuring, inspection and test equipment to specified requirements
and in specified intervals.
ii. Analysis of data, the organisation should analyse collected data from internal
audits, corrective and preventive actions, non-confirming product service,
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customer complaints and customer satisfaction result. To provide information
on the effectiveness of QMS, customer satisfaction and process operation
trends. Suitable statistical process techniques should be selected to analyse the
data gathered.
iii. Improvement, the organisation needs to establish a process for eliminating the
causes of potential non-conforming product to prevent their occurrence. QMS
records and results from the analysis of data should be used as inputs for
improvement process.
2.6-Criticisms of ISO 9000/1994
Despite the worldwide acceptance of the ISO 9000 standards version 1994 in many
organisations, there are many criticisms have been raised against them. The literature
identifies several critical areas of QA system-ISO 9000 version 1994. Santos and
Esconciono (2002) mentioned that the ISO 9000 version 2000 is intended to overcome
some of the disadvantages and critics faced by the 1994 version. Erdal and Ghosh
(1997) mentioned that many issues appeared from ISO 9000:1994; they focus on
manufacturing process, they may not ensure the highest quality of products and
services, the standards are inflexible and static and are focused on customer's
requirements not on customer satisfaction. Motwani et al. (1996) addressed some of the
criticisms of ISO 9000 version 1994 as; the standards do not address the CI subject,
high cost of the preparation for the certification process, if any failure happened in one
requirement of maintaining the certification, the organisation must go through a full
audit procedure to reregister again and finally, possible litigation problems concerning
product safety could appear. In addition, Curkovic and Pagell (1999) mentioned and
quoted some of the criticisms that surrounded these standards as below:
i. The customer satisfactions are not required to demonstrate the ISO certification.
ii. Some managers in the organisations see the standards not more than other paper
work added. Because the standards focus on documentation processes.
iii. The implementation of QS is ensured by the certification. But the certification
does not guarantee the system functionality.
iv. The standards have a limited focus on CI.
v. The cost and the time are important issues in implementing these standards.
vi. An organisation could still have the certification despite it having a high
percentage of nonconforming products.
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In comparison with the new version, Santos and Esconciano (2002) stated that the
version 1994 has limitations in such important subjects like, customer satisfaction, CI
and QM training programs. For the CI the standards introduce a QS in accordance with
these regulations provides minor improvements but not sufficiently ones that would
guarantee entrepreneurial excellence. Regarding QM training, this version limited itself
to requiring that the personnel who perform quality tasks must be trained to the
activities to be undertaken. The ISO 9000 system produces an increase in paperwork
and bureaucracy in the organisation. Furthermore, the ISO 9000 certification does not
guarantee the organisation's success and ensures that the product or service is of high
quality.
In every element of ISO 9000:1994, there was a requirement to establish and maintain
documented procedures to control some aspects of an organisation's operations. This
led to the perception that ISO 9000 standards built a bureaucracy of procedures, records
and forms with very little effect on quality (Hoyle, 2001). Despite these criticisms,
many organisations across the world especially manufacturing organisations adopted the
series of ISO 9000:1994 standards. Theses standards played an important role in
trading between different countries. For example, the standards facilitated international
trade between EU countries and other countries because EU prerequisites the ISO 9000
certification to accept products from other countries. But the main criticism centres on
a limited focus on customer satisfaction and CI.
2.7-Differences between the ISO 9000/1994 and 9000/2000 versions
ISO/TC 176 (1998) states that the ISO 9001: 2000 standards are applied to all
organisations who differ in product provided and sizes. But ISO 9000 standards series
version 1994 concentrated on the manufacturing sector. The ISO 9000:1994 series of
standards are integrated in ISO 9000, ISO 9001 and ISO 9004. The revised standard
ISO 9004 is based on eight QM principles as mentioned in 2.5.1. The ISO 9001 and
ISO 9004 version 2000 are being developed using a simple process based structure
which is more generic than the twenty element structure in the standards of ISO
9000:1994. This process based structure model (fig.2.2) is consistent with the Plan-Do-
Check-Act improvement cycle used in the environmental management system standards
ISO 14000:1996. Yahya and Goh (2001) mentioned that the ISO 9001:2000 standard
has changed from the twenty clauses of requirements to a plan-do-check-act structure to
be compatible with ISO 14001:1996 standard (environmental management standard).
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Tsim et al. (2002) also mentioned that one of the biggest changes in ISO 9001:2000 is
that the new concept of process approach management is promoted. The consistency of
the ISO 9001:2000 and ISO 14000:1996 is to ensure that these two series of standards
can be readily applied in a shared manner, in whole or in part, by organisations without
unnecessary duplications or the imposition of conflicting requirements. The version
2000 standards are more compatible with the environmental management standards ISO
14001 to be useful to organisations running the two systems (Larsen and Haversjo,
2000). The new standard (ISO 9001:2000) focuses on 'customer satisfaction' instead of
'product quality assurance' and on 'CI'. But the ISO 9000:1994 standards not
emphasised on CI and no requirement for any proof of performance improvement
(Vouzas and Gotzamani, 2004).
Biazzo and Bernardi (2003) indicated that the ISO 9001:2000 standard emphasises the
critical role of processes and customer satisfaction, reduces the number of
documentation procedures requirements and recognises the importance of monitoring
process and system performance in the embarkation of CI. Similarly, Beckford (2002)
argued that the new standard is more focused on customer satisfaction, reduction of
manufacturing bias has been made in it and it demands only a very limited set of
compulsory procedures. The ISO 9001:2000 limitations are that it deals just with
'what' and not 'how', as it does not address organisational benefits and it remains the
potential limitation of bureaucracy disuse and disrepute with ISO 9000:1994 standards.
The bureaucracy comes from the paper record and checklist approach.
Hoyle (2001) mentioned that there is a difference in the introductory clauses of the two
versions. ISO 9001/94 contained a statement that the aim of the requirements is to
achieve customer satisfaction by prevention of nonconformities. But in ISO 9001/2000
the aim is to enhance customer satisfaction through the effective application of the QMS
and through the assurance of conformity to customer requirements. Also, in ISO 9000
version 1994, the supplier is required by the standard to identify production, installation
and servicing processes. The ISO 9000:1994 standards focused on a QA system, while
ISO 9001:2000 standard focuses on a combination of continuous improved QA and
QMS that will enhance customer satisfaction.
Larsen and Haversjo (2000) stated that the ISO 9000 series changed from a technical
practical tool to a management tool. The language revision in the standards of 1994
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version makes them easier. It becomes generic and easier to apply to manufacturing
and servicing organisations as well. Changes happened in some terms of the previous
standards; the supplier changes to organisation, product means service also and the term
supplier replaces the subcontractor term. The structure of the ISO 9001 standard is
changed into essentially five chapters instead of twenty requirements. Larsen and
Haversjo (2000) also indicated one of the big differences between ISO 9000 version
1994 and 2000 is the amount of top management responsibility. In the ISO 9000:1994
standards, the senior management were required to establish quality policy, define
responsibility to employees, ensure verification activities are taking place and review
the system at periodic times. But for the new version of ISO 9000 standards, the top
management responsibility becomes wider. It has to set up quality policy, quality
objectives, commit to CI and review the system due to evaluating the effectiveness of
the system by analysing customer feedback, results of audits and process performance
analysis. Internal audits to the system show needed improvement areas. Yahya and
Goh (2001) highlighted that the second change is a greater weight placed upon top
management responsibilities and a reduction in the number of technical requirements.
A survey of about four hundred Spanish organisations was carried out by Casadesus and
Karapetrovic (2003) who indicated that organisations certified with ISO 9000 version
2000 reported changes in the ISO 9001:2000 standard requirements from an element-
based to a process-based QMS, which bring changes to the quality manual that
describes this system and that is an area where most organisations would find the help
of consultants useful. Moreover, there is more customer satisfaction and benefits of the
ISO 9000 standards version 2000 than ISO 9000 version 1994.
ISO 9000 series of standards version 1994 are characterised by a documented QS. The
writing procedures should be structured around the twenty ISO 9001:1994
requirements. But in the ISO 9001 version 2000 standard, organisations should identify
the processes within the quality system including interactions, manage and control them
to the compliance with ISO 9001:2000 requirements. Quality manual of an organisation
certified with ISO 9001 or 9002 versions 1994 only describe its response to ISO 9001 or
9002: 1994 requirements. But quality manual of an organisation certified with ISO
9001:2000 actually describe its business processes. Martinez-Costa and Martinez-
Lorente (2003) pointed out that if ISO 9000:1994 could be considered a good first step
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towards the implementation of a TQM, the ISO 9000:2000 could be the next step on the
way towards excellence.
2.8-Reasons to get ISO 9000 certification
Terziovski et al. (2003) revealed that organisations that pursue the certification process
willingly and positively across a broad spread of objectives are more likely to report
improved organisational performance than organisations driven by customer pressure.
Also, a comparative empirical study done by Casadesus and Karapetrovic (2003)
indicates there is no significant difference in reasons for seeking ISO 9000 certification
between ISO 9001:2000 and ISO 9001/2/3:1994, except the improvement in the quality
image of the organisation. The QMS has got the popularity in most of the world as a
tool to change how the government organisation operates (Young, 1996). Nowadays,
there are three factors why fundamental change is occurring in public sector
organisations. A desire or need to achieve competitive advantages, long term revenue
and methods required by law or regulations. The factors are forcing any organisation to
review and change four areas, culture, mission, structure and process (Kamensky,
1996). The need for change has driven initiatives in the public sector as pressure to
improve performance has increased. There are important factors driving change in the
public manufacturing sector such as technology, customer expectations, the economy
pressure and organisational pressures (McDermott and O'Dell, 2001). Additionally,
Koehler and Pankowski (1996) argued that the public sector organisations become
successful if they, shift from organising around functions to organising around
processes, shift to teamwork and CI process instead of division of labour, shift from
focusing on output production to customer satisfaction as a result. Finally, if they shift
from individual competition and motivations to team motivations.
•To satisfy internal and external customers
One of the external reasons for seeking the certification is to verify customer demands
and expectations {Awan and Bhatti (2003), Santos and Escanciano (2002), Poksinska et
al. (2002), Wiele et al. (2001), Fuentes et al. (2000), Mo and Chan, (1997), Devos et al.
(1996), Taylor (1995), Carlsson and Carlsson (1996) and Stebbing (1993)1. Also,
Bryde and Slocock (1998) quoted Griffin (1995) who highlighted the most common
reasons given by some British organisations for seeking QMS is to improve their ability
to tender for work. It is a license to trade imposed on them by their customers.
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Tsim et al. (2002) highlighted that ISO 9001:2000 requires management of an
organisation to determine customer needs and expectation and change them to
requirements. Then the top management should communicate these requirements
among the organisation and provides necessary resources to address customer
satisfaction. However, satisfying of internal and external customers is one of the main
reasons to adopt the new ISO 9000 standards because it is mentioned in many studies in
different countries in the literature.
•To continual improvement
One of the main reasons to adopt the new ISO 9000 standard is for CI, it is a first step
for TQM and a second step of excellence. Researchers as Awan and Bhatti (2003),
Santos and Escanciano (2002), Carlsson and Carlsson (1996) and Tang and Kam (1999)
stated that the certification is a first step for TQM.
•To improve the reputation and image
One of the reasons to motivate the organisation to get the certification is to improve the
reputation and image in the eyes of customers {Santos and Escanciano (2002), Tang and
Kam (1999), Tsiotras and Gotzamani (1996) and Taylor (1995)1.
•To improve internal procedures
The reason for seeking the certification is to get internal organisational improvement
such as establishing a formal system in the organisations and simplifies the procedures
as contract with clients {Santos and Escanciano (2002), Al-Khalifa and Aspinwall,
(2000), Fuentes et al. (2000), Lipovatz et al. (1999), Mo and Chan (1997) and Tsiotras
and Gotzamani (1996)1.
•To improve the productivity
To improve productivity is mentioned by researchers as Al-Khalifa and Aspinwall
(2000), Fuentes et al. (2000), Tsiotras and Gotzamani (1996) and Taylor (1995).
•Market related reasons
To gain marketing advantages as to increase an organisation's ability to find a new
market, to increase and maintain market share and to increase exports are reasons to get
the certification pointed out by researchers like Awan and Bhatti (2003), Santos and
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Escanciano (2002), Wiele et al. (2001), Al-Khalifa and Aspinwall (2000), Fuentes et al.
(2000), Lipovatz et al. (1999), Askey and Malcolm (1997) and Taylor (1995).
•To improve the organisational efficiency and effectiveness
To improve the organisational efficiency and effectiveness is one of the reasons to get
the certification cited by Wiele et al. (2001), Al-Khalifa and Aspinwall (2000), Fuentes
et al. (2000) Tang and Kam (1999) and Taylor (1995).
•To improve quality products
To produce products with a higher grade of quality {Awan and Bhatti (2003), Santos
and Escanciano (2002), Al-Khalifa and Aspinwall (2000), Fuentes et al. (2000), Askey
and Malcolm (1997) and Taylor (1995)1.
•Competitive pressures
Researchers like Awan and Bhatti (2003), Santos and Escanciano (2002), Carlsson and
Carlsson (1996) and Mo and Chan, 1997 point out that one of the common reasons of an
organisation to be certified that its competitors are becoming ISO 9000 certified.
•To use certification as a motivating and promotional tool
Santos and Escanciano (2002) pointed out a reason of an organisation to be certified
that the certification is a promotional tool. It is to motivate an organisation's employees
and to improve employee participation and morale to achieve registration as a quality
assured company {Fuentes eta!. (2000) and Stebbing (1993)1.
•To improve the communication
To improve communication inside and outside the organisation where communication
now plays a part of ISO 9001:2000 standards {Hele (2002), Fuentes et al. (2000) and
Tang and Kam (1999)1.
•To minimise operating cost
The British Standards Institution estimated that operating costs in an organisation
reduce by an average of 10 per cent if it implements ISO 9000 standards (Devos et al.
1996). This reason also is outlined by Santos and Escanciano (2002), Fuentes et al.
(2000) and Vorely (1998).
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•To increase awareness
To increase the awareness of quality issues through the organisation (Fuentes et al.,
2000).
•To improve the working environment
To improve the working environment and to develop culture change {Wiele et al.
(2001) and Fuentes et al. (2000)1.
•To adds credibility to the suppliers
It adds credibility to the suppliers that make them reduce the assessment procedures
when shipments arrive (Devos et al., 1996).
2.9-Benefits got from ISO 9000 certification
The justification of adoption of the certification is based normally on its benefits and
their affects on the organisation's future. Benefits realised if the implementation of a
QMS-ISO 9000 is defined and linked to the objectives of the organisations. Wide et al.
(2001) indicated that organisations pressured by external pressures to adopt the
certification experienced fewer benefits than organisations did internally driven ones. A
comparative empirical study done by Casadesus and Karapetrovic (2003) indicates that
ISO 9001:2000 gives more significant benefits than the old version (ISO
9001/2/3:1994) in improving supplier relationships, decreasing nonconformities,
customer satisfaction and team participation.
• Customer satisfaction
Martinez-Costa and Martinez-Lorente (2003) cited one of the advantages of ISO
9001:2000 standard is to satisfy customer requirements. The ISO 9000 certification
makes a good relation between the organisations and their customers, increase customer
satisfaction and increased on time delivery to customer {Poksinska et al. (2002), Quazi
et al. (2002), Beskese and Cebeci (2001), Tang and Kam (1999), Koo et al. (1998),
Askey and Malcolm (1997) and Brown and Wiele (1995)). This view was supported by
Sauvage and Aptel (2004) who cited that the certification increases customer
satisfaction. In addition, by Vouzas and Gotzamani (2004) mentioned that any
organisation apply effective QMS, it will provide confidence in customers that their
products consistently conform to their specified requirements. Koo et al. (1998) quoted
the claimed benefits of the certification by BSI is improving customer satisfaction, as
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proof of quality to buyer acceptance and it is a confidence tool to the customer. Tricker
(1997) and Rothery (1993) stated that the certification leads to improvement of
customer and supplier relationship.
•Continuous improvement (CI)
One of the main benefits of the certification is for CI, it is a first step for TQM (Beskese
and Cebeci, 2001). The ISO 9000 certification offers significant performance
improvement in all TQM areas (Vouzas and Gotzamani, 2004). Poksinska et al. (2002),
Tang and Kam (1999) and Koo et al. (1998) stated that provision of a foundation for
TQM is one of the certification benefits. QI as a benefit from ISO 9000 certification was
mentioned by many researchers in their studies as Motwani et al. (1996), Erdal and
Ghosh (1997), Askey and Malcolm (1997), Brown and Wiele (1995) and Rothery
(1993).
• Increase of the awareness of quality
Researchers like Brown and Wiele (1995), Erdal and Ghosh (1997) and Koo et al.
(1998) quoted that Yung (1997), Adanur and Allen (1995) and Dale (1994) stated that
increase of the awareness of quality in general is a benefit obtained by the organisations
with the certification. Furthermore, Quazi and Padibjo (1997) stated that the ISO 9000
certification benefits increased awareness of preventive and corrective actions.
•Improved corporate image
Improvement of an organisation's quality image is a result of adopting the certification
{Sauvage and Aptel (2004), Poksinska eta!. (2002) and Koo eta!. (1998)).
• Improve the management
Beskese and Cebeci (2001), Poksinska et al. (2002), Koo et al. (1998) and Askey and
Malcolm (1997) outlined the improvements to be achieved after the certification like an
effective paper flow system, every one in the organisation more clearly understands
processes, tasks and responsibilities, develops a corporate culture and an effective
documentation system. Tang and Kam (1999) and Brown and Wiele (1995) stated that
improvement of the management system is a benefit obtained by the organisations with
the certification. The certification approach re-engineering and improve of internal
procedures (Sauvage and Aptel, 2004). Martinez-Costa and Martinez-Lorente (2003)
cited one advantage of the standard ISO 9001:2000 is generating less paper work.
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•Improved productivity and efficiency
ISO 9000 certification leads to productivity improvement {Quazi et al. (2002), Motwani
eta!. (1996), Dale (1994) and Rothery (1993)}.
•Improved profitability
Increasing profitability was found a benefit of the certification in the organisations
{Quazi eta!. (2002) and Koo eta!. (1998)}.
•Reduce the cost of the services and products.
Quazi et al. (2002), Koo et al. (1998), Motwani et al. (1996), Tricker (1997), Tang and
Kam (1999) and Askey and Malcolm (1997) mentioned that the benefits that could be
gotten by the manufactures when they apply the QS in their organisations is a reduction
in manufacturing and production costs because of less wastage and fewer rejects.
•Improve the internal communication in the organisations
The improvements to be achieved after the certification like an improved internal and
external communication (Beskese and Cebeci, 2001). In similarity, Koo et al. (1998),
Rothery (1993) and Brown and Wiele (1995) stated that improvement of the internal
communication is a benefit obtained by the organisations with the certification.
•Motivation to employees
Koo et al. (1998) and Tricker (1997) outlined the benefits of the certification is greater
involvement and motivation within a company's workforce. Tang and Kam (1999) and
Rothery (1993) revealed that the benefits from the certification are improving of
personal job satisfaction and morale.
•Better working environment
Improvement of work environment in the organisation is outlined by Casadesus and
Gimenez (2000) and Koo et al. (1998) as the certification benefit.
•Increased effectiveness
Tang and Kam (1999) stated that one of the benefits from the certification is increased
effectiveness in the organisation.
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•Marketing tool
Casadesus and Gimenez (2000) quoted the Lloyd's Register Quality Assurance (1994)
who pointed out that benefits of the certification as increased probability to get new
clients and helps to find a place in international markets. {Tang and Kam (1999), Koo
et al. (1998), Askey and Malcolm (1997), Erdal and Ghosh (1997) and Motwani et al.
(1996)1 found that the certification benefits are improving organisational
competitiveness in the market, increase export of products and win more contracts. The
certification assures business relations with the European community, which are
required when importing products from others (Motwani et al., 1996).
•Reduction of customer assessment
Casadesus and Gimenez (2000) quoted the Lloyd's Register Quality Assurance (1994)
who cited reduction in the number of audit procedures from the customers is a benefit of
the certification. Moreover, Koo et al. (1998) cited the claimed benefit of the
certification by BSI is reduction of customer assessment.
•Worldwide recognition and more competitor respect
Motwani et al. (1996) point out that, according to Dzus (1991), Sateesh (1992) and
Sprow (1992) worldwide recognition is a benefit of the certification. More competitor
respect is usually obtained by the organisations with the certification (Brown and Wiele,
1995).
2.10-Barriers of ISO 9000 standards implementation
A barrier, as defined in the Oxford Dictionary (2001), is "a problem, rule or situation
that prevents somebody from doing something or that makes something impossible".
The implementation of a QMS-ISO 9000 is faced with many different barriers in many
organisations overall the world. Dory and Schier (2002) point out that the quality
philosophy requires that employees and managers within and across departments in the
organisation work together to identify and resolve quality problems. There is a shortage
of the topic of barriers affecting the implementation of ISO 9001:2000 standard in
previous research and work studies, especially research or studies that have been done
in organisations across the Arabic, Islamic and African countries that have a similar
working environment to Libyan organisations.
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The literature highlighting empirical research about ISO 9001:2000 standard's
implementations are very rare. For the moment, almost all of the studies done about
this version of standards are very theoretical and are without empirical evidence. The
challenges encountered during the implementation process are basically the same for
both 9001:2000 and ISO 9000:1994 (Casadesus and Karapetrovic, 2003). This view is
supported by Martinez-Costa and Martinez-Lorente (2003) who outlined that a high
percentage of the barriers impeding both versions of ISO 9000 standard's
implementation are similar. Awan and Bhatti (2003) cited most of the new research and
studies in the new ISO 9000 standard's implementation issues are carried out on
organisations certified with ISO 9000:1994 that will be invalid after 15/12/2003.
The ISO 9000:2000 series of standards introduces some aspects in agreement with
TQM such as customer orientation, resource management and CI (Awan and Bhatti,
2003). In similarity, Amar and Zain (2002) cited that the ISO 9001:2000 standard is
close to TQM system concepts, where the design and development of ISO 9001 and
ISO 9004 version 2000 as a strongly linked pair, providing organisations with a
structured approach to progress beyond certification to the achievement of TQM. Also,
Curry and Kadasah (2002, p.424) said, "There is now stronger correlation between ISO
9001:2000 standard and Total Quality Management". The QMS-ISO 9000 is
completely compatible with TQM philosophy (Goetsch and Davis, 2000). However,
the researcher uses work studies on implementation issues of ISO 9000:1994 and TQM
beside the new standard as a literature in this research.
In sections 2.10.1 up to 2.10.17, the researcher will define and mention the most
common barriers faced by organisations when they sought the certification. It is
important for all organisations to understand these barriers before and during QMS
implementation and be properly handled such that the QS can be successfully
introduced and sustained. To facilitate review and understanding of the concepts, the
common barriers are catogarised in table 2.1, which includes the author name, year,
country of the study and the barriers that were found. This table is a contribution to the
body of knowledge from this research.
2.10.1-Lack of top management commitment, involvement, leadership and support
Quality Gurus like Deming, Juran and Crosby mentioned that top management
commitment is one of the most important factors impacting the success potential of a
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QMS in an organisation. The connection between top management commitment in an
organisation and quality of products may not be direct. Subordinates need to be
encouraged by top management, in order to enable more investment in the elements for
which they are responsible. Thereby increasing the impact of these elements on the
product's quality.
Top management's responsibility to provide commitment, leadership and the
appropriate support to the technical and human processes are important factors in QM
implementation. Lack of top management commitment is a determinant of successful
QM implementation. Top management has to be the first in applying and stimulating
the QM approach and they have to accept the maximum responsibility for the product
and service offered. Top management also has to provide the necessary leadership to
motivate all employees (Martinez-Lorente et al., 1998). The QM has been implemented
successfully in any organisation if its top management team is committed to apply and
maintain it, involved in the implementation processes and periodic review is carried out
on it. Quality should start with the top management and flow towards lower levels of
management or sometimes discussion start from the bottom to the top. Leaders should
do more than just talk. They must change conceptually and structurally to bring
leadership to life at all levels. The leaders must deal with major resource decisions and
new directions not just day-to-day management (Liang Tan, 1997).
Top management, not just adopting slogans of improving quality, should become
involved in quality efforts at planning, implementing and monitoring phases. Top
management commitment encourages managers, supervisors, and employees in an
organisation to invest more fully in the particular elements for which they are
responsible, thereby increasing the impact of these elements on the quality of products.
Leadership should translate its commitment into a set of actions to be aimed at
enhancing the ability to compile and effectively analyse relevant information of
customer focus, benchmarking and supplier QMS. Without the support of management,
the behaviour of the personnel in the organisation is difficult to change (Ashire and
O'Shaughnessy, 1998).
Adebanjo and Kehoe (1998) quoted Morgan and Murgatroyed (1994) who cited that top
management commitment is the important factor of successful QM implementation and
it is a first reason why QMS fail in an organisation. Amar and Zain (2002) identify
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Indonesian manufacturing organisations barriers and linked research findings with ISO
9001:2000 standard clauses as top management commitment (clause 5.1).
Strong commitment to QM to motivate for quality is necessary for getting employees to
employ the quality practices (Macedo-Soares and Lucas, 1996). In commitment,
management needs to define its goals and roles. Top management commitment should
be based on their understanding, knowledge and belief that QM is of considerable
importance for the organisation (Wiele et al., 2001).
Samson (1997) and Srinidhi (1998) point out that lack of top management and
involvement are inhibiting factors in implementing QMS in Australia, New Zeland and
New Jersey state organisations. Lack of leadership and lack of senior management's
personnel involvement and acceptance of responsibility are barriers to implement ISO
9000 standards in many organisations (Quazi et al., 2002).
Stebbing (1993) and Chin et al. (2000) quoted McCullough and Laurie (2000), Olsen
(1994), Dzus and Sykes (1993) who found that the barrier make an organisation fail to
continue getting the certification is lack of top management and support. Ashire et al.
(1996) outlined that the top management is the driver of QM implementation. It creates
values, goals and systems to satisfy customer expectations and to improve an
organisations performance. Top management commitment to quality should clarify its
philosophy that quality will receive a higher priority over cost. Also, it must
demonstrate its commitment to quality by providing needed human and financial
resources necessary to implement QMS.
To obtain the commitment from employees, top management must have a wide range of
knowledge and information, including that customer needs and expectations are
determined, and the knowledge of regulatory and legal requirements related to their
products. Studies show that QM has been successfully implemented in organisations
where it resulted from commitment, support and involvement of the top management.
According to the ISO 9001:2000 standard, the top management has to establish a
quality policy, objectives and be well communicated and understood at all levels in the
organisations. Top management should conduct a management review at planned
intervals, to review the continuing, suitability, adequacy and effectiveness of the QMS
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involving quality policy and objectives in comparison with the organisation's
performance. Also, top management should ensure the availability of necessary
resources to achieve quality objectives.
2.10.2-Government impact and financial support
In developing countries, inadequate training of employees and lack of commitment to
motivate employees are key obstacles to quality (Prasad and Tata, 2003). Legal
regulations and technological limitations are soime of the impediments in QMS
implementation (Karaszewski, 2004). The Singapore government has been very
proactive in promoting quality and its role in supporting the quality movement had a
positive impact on all sectors in the country (Quazi and Padibjo, 1998). In similarity,
the Malaysian government has allocated various funds to help the organisations to
implement QMS (Idris et al., 2004). Some governments are requesting that the
organisations become registered to ISO 9000 standards to enter the EU market which
demand the certification as a necessary requirement to import goods from other markets
(Wiele et al., 2001). Governments and associations have the illusion that they can
ensure quality of products or services by imposing standards such as ISO 9000 that are
supposed to contain all the information and actions necessary to produce quality. The
governments must support the quality financially and through motivation programs and
laws (Morris et al., 2000). Government departments may require organisations to be
certified to be eligible to tender for contracts (Brown et al., 1998). In the Yemeni
public sector organisations the selection and assessment of managers is influenced by
the government, which results in appointing an unqualified person for the job. The
Yemeni organisations have been protected from international competition by
government-imposed tariffs and trade barriers. Also, lack of government support such
as financial support and providing necessary strategic studies to help the organisations
to develop the work are impeding ISO 9000 standard's implementation in Yemeni
organisations (Al-Zamany et al., 2002).
Amar and Zain (2002) identified that lack of sufficient funds and financial support to
mobilise QM driven activities such as instituting training programs and providing
quality resources are difficulties encountered by Indonesian organisations in
implementing QMS-ISO 9000. The development of existing infrastructure and
educational system must represent major priorities for any government in its effort to
support QMS issues in the country (Lipovatz et al., 1999).
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Lack of financial resources and government support, Lack of governmental policies and
studies that identify and specify the future of Syrian industry, lack of ISO 9000
standards awareness over all the Syrian society, lack of governmental competence
activities relating to quality and difficulty of trading procedures are common
governmental barriers to the ISO 9000 standard's implementation in Syrian
organisations (Tayyara et al., 2000). Complex network relationships between the
organisation and local authorities influence directly on the image and reputation for
quality in Chinese organisations (Glover and Siu, 2000). Other studies done by Al-
Khalifa and Aspinwall (2000) and Brown et al. (1998) and Moser and Bailey (1997)
revealed that a lack of financial support and no pressure from governments to push
organisations in the country to be certified are major barriers inhibiting organisations to
get the certification.
The government can play an essential role in encouraging or discouraging strategic
quality planning in their organisations by establishing quality regulations, import and
export restrictions, adoption of different quality standards and stability of government
itself and the degree of international economic involvement. Also, the government can
provide a strong support for the spread of QM by lending moral support and
legitimising quality training programs and licensing of instruction. Glover and Siu
(2000) pointed out a featherbedding system resulted by government intervention in
public sector organisations in developing countries that make the organisations
overstaffed with low levels of productivity.
2.10.3-Lack of human resources
Human resource management is related to the availability of the training process and
trained facilitators, corporation and relationship between employees and managers, and
the understanding and knowledge of the employees with respect to QM (Wiele et al.,
2001). Amar and Zain (2002) identify Indonesian manufacturing organisations human
resources barriers and linked research findings with ISO 9001:2000 standard's clauses
as high turnover of management level (clause 5.1). Insufficient employee education
level, low employee skills and high employee turnover (clause 6.2.1). Lack of training
and lack of achieving training targets (clause 6.2.2.5). Fuentes et al. (2000) quoted
Moreno-Luzon (1993), Toensmeier (1997), Axland (1992), Barrier and Zuckerman
(1994), and Dale (1994) who identified some barriers such as lack of human resources
to implement and maintain a QMS.
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•Lack of education and training programs
Poor education and training present major obstacles in the development and
implementation of a QMS in Greek organisations. Training and education are important
for the preparation of an organisation for change. The training of both the top
management and the other personnel in an organisation should be repeated regularly and
be continued after certification. The training programs are important for the proper
implementation of the system (Lipovatz et al., 1999). Furthermore, Patel and Randell
(1994) mentioned that proper quality training for the professionals should be required to
improve the manner of managing a QMS. An organisation should have a clear
relationship between training investment and the achievement of strategic objectives.
Additionally, Robert (1996) indicated that education and a training program is an
ongoing process that facilitates CI in any organisation. The education and training
program must be formal and informal.
The employee's training programs should start to appreciate the organisation's quality
initiatives and understand the effects of globalisation and competitiveness have on their
work and the future of their organisation (Madu, 1997). Likewise, Patel and Randell
(1994) quoted Chase (1991) who views training as an important factor to the QM
change process. It provides initial awareness of the fundamentals of QM. Training acts
as a vehicle for communication, it raise skills of employees to take part in the
improvement process. Also, it helps the employees in the organisation to reform their
attitudes towards quality. Moreover, Ashire et al. (1996) who mentioned that the
organisation should see costs of training programs as investments in human resources.
The training strategy assessment scale in any organisation is measured by availability of
training resources, number of training and retraining times of every employee,
employees satisfaction for training and level of employee's participating in the same
training session.
Many Western organisations failed in implementing QMS because they started training
programs without understanding their impact on quality (Ashire et al., 1996). In
addition, insufficient training programs are barriers in implementing ISO 9000
standards in Brazilian organisations. The urgency of stepping up appropriate training
process management techniques such as process improvement and problem solving are
being emphasised as one of the highest future priorities for maintaining competitive
levels of organisational performance (Macedo-Soares and Lucas, 1996). Also, Glover
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and Siu (2000) stated that lack of training courses in QM, quality concept just in the
production processes, employees in shop floor just to produce the product, and
conformity of the product quality with standards, have been checked in quality control
department, are common barriers in implementing ISO 9000 standards in Chinese
organisations. Yahya and Goh (2001) quoted Lee et al. (1999) and Calingo et al.
(1995) who cited that one of the major barriers faced by ISO 9000 and non-ISO 9000
certified organisations in implementing ISO 9000 standards is insufficient resources for
training and education. Najmi and Kehoe (2000) quoted Laza and Wheaton (1990),
Boyett et al. (1992), Brown (1993), Katz (1993), Goodman et al. (1994), Zangwill
(1994), Dale and Cooper (1994), Tatikonda and Tatikonda (1996) who stated training of
employees without specific purposes are some common barriers affecting
implementation of ISO 9000 standards.
From the reviewing of literature, the researcher found that continuous training and
education and lack of training and learning by doing appear to be problems for
European countries, Arabic, South America, Australia, New Zeeland and Asian
organisations related to studies done by Sharp et al. (2003), Tang and Kam (1999), Ngai
and Cheng (1997), Dickenson et al. (2000), Fuentes et al. (2000), Macedo-Soares and
Lukas (1996), Samson (1997), Yahya and Goh (2001), Al-Khalifa and Aspinwall
(2000) and Tayyara et al. (2000).
•Lack of expert persons
Yemeni organisations have a shortage of skilled personnel to implement QMS, to assess
processes in the organisation, to collect data, to analyse data and solving problems (Al-
Zamany et al., 2002). Zhao et al. (1995) also, stated that unskilled employees are other
inhibitors to implement the QMS-ISO 9000 in organisations in India, China and
Mexico. Many other studies carried out by Ngai and Cheng (1997) and Dale (1994)
identified a lack of experts in QM is a barrier in ISO 9000 implementation.
•Absence of well organisational structure
In some organisations it is impossible to establish process-based management because
of their strong hierarchal organisational structure. However, managing the processes is
harder than it may be perceived because processes do not stand-alone but interact with
another process (Bamber et al., 2000). The understanding of process mapping and its
integration is a key factor of successful implementation of the new standard.
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Furthermore, Bamber et al., (2000) quoted Jones (1995) who mentioned that a part of
the success of any organisation depends on how its management manages effectively
business processes.
Adoption of western countries' QM models in Yemeni organisations, which include
some cultural tensions such as they are based on the values of their European culture, is
a barrier to implement QMS in these organisations (Al-Zamany et al., 2002). Likewise,
Glover and Siu (2000) pointed out in their study about barriers to managing quality in
China that the QMS is not working properly if designed according to other models like
western models, without taking some important factors such as culture and impact of
government in consideration. Additionally, a good system is enhanced by sensitivity to
the values, expectations, behaviours and relationships that exist within any organisation
(Pheng and Alfelor, 2000). Furthermore, Kistan (1999, p.132) quoted Kells (1995) who
said "countries are embarking on the establishment of such systems and a danger exists
that political and other pressures will tempt the planners to mimic an existing model or
to heed the unwise advice of the promoters of one or another existing model that is
applied to their situations regardless of the history, range of institution and the local
cultural attributes".
Moreover, the absence of a good organisational structure system and procedures are of
the common difficulties that faced implementing QMS in Hong Kong organisations
(Tang and Kam, 1999). Also, most of the Brazilian organisations are still being
managed with the traditional functional approach and the greatest challenge of applying
the QMS is managing cultural change adverse social and economic environment
(Macedo-Soares and Lucas, 1996).
No proper developed organisational structure and difficulty in cultural change appear to
be problems for European countries, Arabic and Asian organisations related to studies
done by Beskese and Cebci (2001), Curry and Kadasah (2002) Withers and
Ebrahimpour (2001), Mo and Chan (1997), Al-Khalifa and Aspinwall (2000) and Lee et
al. (1999) that the most frequently encountered difficulty during the certification
process was found to be changing the existing systems.
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•Lack of motivation system
The motivation system is divided into tangible and intangible techniques. Tangible
means to show the level of recognition for work contribution made, about behaviour
that is valued by the top management and about the organisation's attitude to individual
performance and achievement. Intangible techniques are that top management in an
organisation use a person's emotions and feelings to motivate them. Intangible
motivation has a great effect on an employee's hopes and fears, self esteem, pride and
respect (Ellecker, 1998).
Inconsistent reward systems and lack of recognition are other obstacles in implementing
ISO 9000 standards in many organisations, they increase the difficulty of consolidating
the implementation of the new managerial approach and associated quality practices
(Macedo-Soares and Lucas, 1996) and (Ngai and Cheng, 1997). In similarity, Low and
Ling Pan (2004) outlined that little recognition, respect and reward for a good job done
to achieve quality performance is a barrier to effective ISO 9001:2000 implementation
and maintenance in Singapore organisations.
•No teamwork or no team development
Teamwork(s) is to make the organisation responsive to the dynamic marketplace and to
make business more competitive. Ishikawa (1984) considers that the effective way is
the implementation of quality circles of getting the shop floor involved in the quality
issue. Quality circles training and education must also be carried out without
interruption, through good times and bad and the quality begins and ends with
education. Balzarova et al. (2002) revealed some of the organisational barriers and of
QMS successful implementation in some firms in UK are no teamwork or no team
development present in the organisation.
2.10.4-Lack of awareness
Crosby (1996) states that the purpose of awareness is to let every one feel that they
belong to a quality organisation attitude. In addition, awareness means the staff in an
organisation understand the management's quality policy and current status of ISO
9000 quality system and importance to maintain it to continue getting the certification
(Chin et al., 2000).
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The level of awareness of QMS issues in Yemeni organisations is very low and there is
a poor understanding about the importance of quality in international trade and
globalisation of world markets. It is a result of lack of information, education and
training programs available on quality issues (Al-Zamany et al., 2002). Likewise, lack
of awareness is an inhibiting factor to start the certification process as discussed by
Sharp et al. (2003), Awan and Bhatti (2003), Taylor (1995) and Balzarova et al. (2002)
in their research.
2.10.5-Lack of understanding ISO 9000 standards and the requirements
Al-Zamany et al. (2002) quoted Wong (1998) who indicated that the quality programs
implementation in developing countries failed due to the lack of understanding of QM.
The failure of some organisations to gain the certificate is caused by a non-
understanding of top management of ISO 9000 standards requirements and the
implementation process. Also, Withers and Ebrahimpour (2001) indicated that one of
the most common obstacles faced by eleven different European organisations in their
study is the difficulty in interpreting the ISO 9000 standards. However, the top
management should educate themselves before taking action to seek ISO 9000
certification (Lee, 1999).
Chin et al. (2000) quoted McCullough and Laurie (2000), Olsen (1994), Dzus and
Sykes (1993) who found that most barriers that make an organisation fail to continue
getting the certification are lack of understanding ISO 9000 standards' requirements
and the difficulties in implementing the corrective and preventive actions, document
and data control and internal quality audits respectively. Furthermore, Yahya and Goh
(2001) identified seven difficult requirements to implement ISO 9000 standards in
Malaysian manufacturing organisations as corrective and preventive actions, design
control, management responsibilities, statistical techniques, process control, document
and data control and quality system. Three consequences occur when the management
faced difficulties in fulfilling one or more of the standards requirement:
i.	 Failure in fulfilment of QS requirements.
Failure in identifying quality records and developing procedures to control
documentation.
Failure to ensure conformity of products.
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Lack of understanding process-based-thinking, process mapping and its integration are
barriers affecting successful implementation of ISO 9001:2000 in the North West of
UK organisations (Sharp et al., 2003).
Motwani et al. (1996) quoted Greene (1991) who demonstrated that sixty percent of
difficulties associated with ISO 9000 standards implementation are document control,
design control, purchasing consistency, process control and inspection and testing.
Lack of process control is a barrier in QMS-ISO 9000 standards implementation
(Moser and Bailey, 1997).
Use of statistical tools and techniques is a difficult requirement to implement ISO 9000
standards by most organisations. Statistical Process Control (SPC) is one of the
statistical techniques to describe and to know the process, to improve weak points, to
define effective measurements and to assess the performance for CI. Does et al.,
(1997) in their study outlined that the most common reasons for failing to implement
Statistical Process Control (SPC) are lack of understanding its techniques, lack of
training of its techniques and poor project control after the first introduction of SPC.
Similarly, Lipovatz et al. (1999) and Fuentes et al. (2000) point out that lack of
appropriate technical knowledge to use statistical techniques is a barrier to implement
ISO 9000 standards.
The difficulty of interpreting the standards appears to be a problem for European
countries, Arabic and Asian organisations related to studies done by Tayyara et al.
(2000), Balzarova et al. (2002), Erdal and Ghosh (1997), Dale (1999), Bryde and
Slocock (1998), Quazi and Padibjo (1998), Mo and Chan (1997), Curry and Kadasah
(2002), Al-Khalifa and Aspinwall (2000), Yahya and Goh (2001), Lee et al. (1999),
Beskese and Cebci (2001) and Carlsson and Carlsson (1996). However, it is clear that
top management need to have a good understanding of the purpose of the standard, how
its requirements are implemented, ways to measure its business impact and areas in
which benefits may lie.
2.10.6-Organisational culture barriers
Culture is defined by Oakland (2000, p.22) as "the beliefs that pervade the organisation
about how business should be conducted and how employees should be treated and
should behave". The culture within the organisation contains behaviours based on
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people interactions, norms resulting from working groups, dominant values adopted by
the organisation, rules and the climate in the organisation (Oakland, 2000). Mau11 et al.
(2001) stated that culture includes knowledge, belief, art, morals, law, customs and
habits and capabilities acquired by employees in the organisation. Culture is the
adhesive material that holds the organisation together. Furthermore, Mau11 et al. (2001)
quoted Vanisina (1990) who argues that the successful implementation of a QMS
requires an assessment of the organisational culture and the implementation of an
integrated process for change in organisational behaviour. Mallak et al. (1997) added
an organisation's culture provides the basis for forming and modifying behaviours,
attitudes, and values deemed very important to the power structure of the organisation.
The culture is often a barrier to change in QI programs. Culture change is necessary for
changes in attitudes and behaviours to enhanced desired behaviours, thereby continuing
progress in the initial change process.
Corbett and Rastrick (2000, p.17) quoted Sinclaire and Arthur (1994), McNabb and
Sepic (1995) who suggest "to implement quality programs effectively, the
organisational culture should be moulded to the quality method or vice versa. It is
important that this occurs at the initial implementation of the quality program, because
the culture's initial experiences of the quality program will affect their future responses
to quality initiatives. That is, organisational culture impacts on quality from the
conception of quality within the organisation". Additionally, Ghobadian and Gallear
(1997) argued that the culture of an organisation can be influenced by education and
training, employee's participation programs, improvement communication programs,
revision of procedures and policies, reward system modification and behaviour of top
management. However, the greatest challenge with respect to removing the barriers to
the effectiveness of QM is the managing of cultural change in adverse economic and
social environments (Macedo-Soares and Lucas, 1996). Also, Dale (1999) added that
the organisational culture barriers are the most important barriers to overcome to make
an organisation successful in implementing ISO 9000 standards (Fuentes et al., 2000).
The QMS in an organisation will not work properly when it is designed by a foreigner
whose culture is different to the organisation's culture. Because of the human
behaviours and attitudes rather than the machinery or paper system (Glover and Siu,
2000). In similarity, Taylor (1995) says that it is a mistake to adopt a QMS that has
worked in other cultures without exploring the differences.
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An organisational culture is often a barrier to change especially concerning QI
programs. Culture change introduces necessary changes in attitudes and behaviours to
reinforce desired behaviours thereby continuing progress in the initial change process.
Understanding an organisation's culture may provide structured and informed guidance
for facilitating change efforts targeted towards specific outcomes (Mallak et al., 1997).
As outlined by Mo and Chan (1997), cultural barriers to ISO 9000 registration are the
same for manufacturers of any size. Amar and Zain (2002) identify Indonesian
manufacturing organisations' cultural barriers and linked research findings with ISO
9001:2000 standard's clauses, as cultural environment is not convenient with
organisational mission and objectives and resistance to change (clause 5.1). Low
employee morale or absenteeism (clause 6.2.1). Lack of quality culture, centralised
decision making and high turnover are inhibiting factors to start the ISO 9000 process in
Pakistan (Awan and Bhatti, 2003).
•Bureaucratic culture
The bureaucratisation process is associated with the norm's adoption may make the
organisation's emphasis on producing related documentation rather than assuring the
function of the system and QI (Santos and Escanciano, 2002). Furthermore, the
introduction of a process-based-approach in the new standard and changing from twenty
requirements to five clauses are an attempt by the ISO organisation to reduce the
amount of documentation required. But there is the fear that the focus on procedures
will develop new quality bureaucracies (Vouzas and Gotzamani, 2004).
Years ago, bureaucratic culture had favoured the development of large organisations,
which have contributed to economic development in their countries. But now this
culture is no longer valid and should be replaced by customer and quality aspects. The
bureaucratic culture causes many problems to organisations such as lack of employee
involvement, insufficient investment in technology, hierarchical levels, inappropriate
planning, inappropriate business alliance and not being able to adapt to the market
(Claver et al., 2000). However, Al-Khalifa and Aspinwall (2000) and Lipovatiz et al.
(1999) indicated that implementing ISO 9000 standards and documentation system,
required by them, causes bureaucracy in the organisations. Territorialism of managers
is a barrier facing ISO 9000 standards' implementation in many organisations (Ngai and
Cheng, 1997).
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•Resistance to change
Sanderson (1992, p.146) quoted Passmore (1990) who defines resistance to change as
"human reaction. Resistance may come of interest, misunderstanding, different
assessment of the need or desirability of the change and in some cases due to low
tolerance for change in the individual". It is what employees do, when they try to
change organisational culture.
Resistance to change is a quality barrier to effective ISO 9001:2000 implementation and
maintenance in Singapore organisations (Low and Ling Pan, 2004). The resistance to
change happened by middle managers when they are feeling to lose influence over
decision-making and employees in general when new tasks and responsibilities are
given to them (Fuentes et al., 2000). The employees have a stronger feeling of being
controlled by the system, they avoid undertaking more responsibilities as the quality
system requests (Lipovatz et al., 1999).
The movement towards CI in any organisation is accompanied with the need for
changing the way of thinking and the way of working through total commitment of
management. Resistance to change is a result from implementing western countries'
QM models in Yemeni organisations, which include some cultural tensions such as they
are based on the values of their European culture (Al-Zamany et al., 2002).
ISO 9000 standards' implementation led to employee resistance because it is seen as
quite a lot of extra work, especially on the preparation of documents outlining all
activities at each operational level Tsim et al. (2002) and Moser and Bailey (1997). In
addition, Macadam, (1996) pointed out that many employees are resisting adopting new
changes in the organisations because they have been working a long time and do not
want the challenge of learning new skills. Another insight is given by Lipovatiz et al.
(1999) that change of mentality, the avoidance of new tasks and responsibilities and the
mistrust are causing resistance to change as a barrier in ISO 9000 implementation in
Greek organisations.
Resistance to change by older employees who had spent their work life being rewarded
on totally different criteria. These older employees perceive a threat to their positions
of authority (Bardoel and Sohal, 1999). Furthermore, resistance to change, by
employees who feel they are losing influence over decision making and that new tasks
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and responsibilities are created in QMS implementation, is a major barrier to
implementing ISO 9000 in Spanish organisations (Fuentes et al., 2000). Also, Glover
and Siu (2000) pointed out that fear of losing face and avoidance of responsibilities is
acting as resistance to change in Chinese organisations. Liang Tan (1997) quoted
Maital and Maltz (1980) and Salazar (1994) who stated some cultural barriers affecting
QMS implementation as resistance of employees in behaviours, habits and relationships
between leaders and employees and the weak organisational performance ethics and
challenges.
Willoughby and Wilson (1997) focused on cultural barriers in a survey that was carried
out at the Cowie Group in UK and highlighted the fear of admitting MDT is one of the
biggest barriers to implement effective QI. Another form of resistance to change
mentioned by Willoughby and Wilson (1997) is that the workers see the QMS as a tool
that management could use to punch them. Therefore, a deep resentment is created
towards the QS.
•Wrong people in wrong positions
Promotion of directors and managers not based on qualifications and wrong people in
wrong positions are common cultural barriers affecting QMS implementation in two
different Arabic countries {Al-Khalifa and Aspinwall (2000) and Tayyara et al.
(2000)). Similar to that Glover and Siu (2000) argued that managers not promoted on
merit but regarding their allegiance, which retard the level of management skill and it is
a big barrier to implement ISO 9000 standards in Chinese organisations.
•Employees are not working towards future of the organisation
Tayyara et al. (2000) studied the ISO 9000 standards' implementation status in Syrian
organisations' employees not working towards the future of the organisation. Similar to
that result Glover and Siu (2000) employees in China are not working towards the long
term survival of the organisation and they do not perceive that their future would be
connected with the future of the organisation, for example, if the time is up employees
go back home and do not bother if the work is finished or not. Employees want to
follow instructions rather than to create proposals in their jobs, employees avoid taking
responsibility, lack of follow—through and initiatives to produce quality goods on time
and at specified standards and employees just look to their own benefits.
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•Employee absenteeism
Al-Khalifa and Aspinwall (2000) reported employees' absenteeism in Qatari
organisations is one of the barriers affecting ISO 9000 standards' implementation.
2.10.7-Lack of employee involvement and empowerment
The involvement of employees is to make the organisation more responsive to the
dynamic market place and to make business more competitive. Employees have to take
more responsibility with their involvement in a team, so that they can exert greater
authority over their work environment. Essentially, lack of employee support,
participation, and involvement are some impediments to start the ISO 9000 standards'
implementation process (Awan and Bhatti, 2003). In addition, Ashire et al. (1996)
indicated that the items scale for employee involvement are extent of quality circles
usage, encouragement for employees to give suggestion and to implement them, extent
of cross-functional teams usage, providing individual and group financial incentives,
framework for evaluating quality of participation and availability of profit-sharing
programs. Additionally, Carlsson and Carlsson (1996) and Brown et al. (1998) stated
that involvement of employees in the certification process enhances the commitment of
management and employees. QMS will be successful if the whole organisation becomes
involved (Dory and Schier, 2002). Another view is given by Low and Ling Pan (2004)
that low employee participation is a barrier to implement and maintain effective ISO
9001:2000 standard in Singapore organisations. Furthermore, Dickenson et al. (2000)
pointed out that lack of employees' involvement was inherited from the command
economy in communist countries is inhibiting the certification.
Where employees' empowerment is demonstrated due a delegation of authority for in
process quality control to the line-workers, assignment of responsibility for the quality
results and provision of technical and managerial support to help workers in quality
efforts (Ashire and O'Shaughnessy, 1998). Additionally, Ashire et al. (1996)
highlighted that empowering employees are to inspect their own work and to stop
production if the process is out of control. Employee empowerment is to increase
awareness of responsibility, increase employee's participation. Empowerment involves
providing supporting the necessary resources and technical support to assist them in
such decision-making.
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2.10.8-Lack of communication
Communication defined in Goetsch and Davis (2000, p.307) as "the transfer of a
message (information, idea, emotion, intent and feeling) that is both received and
understood". Likewise, Kelly (2000, p.92) quoted Daft (1997) who defined
organisational communication as "the process by which information is exchanged and
understood by two or more people, usually with the intent to motivate or influence
behaviour". Furthermore, Balzarova et al. (2002) quoted Thiagrayan and Zairi (1997)
who highlighted that effective communication involves maintaining enthusiasm,
employees' full involvement, understanding roles and responsibilities in processes and
enhance personnel capabilities. Another view, given by Macedo-Soares and Lucas
(1996) who quoted Schall (1983) who believed that culture can be studied by looking at
the communication rules of the organisation.
Communication plays a very important role in the implementation of new QS but it has
often been found to be poorly managed in Swedish organisations (Carlsson and
Carlsson, 1996). In similarity, Al-Zamany et al. (2002) indicated that in the public
Yemeni organisations, there is a lack of effective communication from top to bottom
and vice versa. This happens because of a lack of trust between each other and the
difficulty to the employees to have a discussion or debate with their managers about the
issues relating to quality. Additionally, Amar and Zain (2002) identify Indonesian
manufacturing organisations' barriers and linked research findings with ISO 9001:2000
clauses as lack of coordination between departments (clause 5.5.3) in Indonesian
organisations is to be detrimental to successful QMS implementation. Furthermore,
researchers like Srinidhi (1998), Glover and Siu (2000), Mo and Chan (1997) and Lee et
al. (1999) found that no cross-functional cooperation within the organisation present
where every department with its individual responsibility. It is a problem facing getting
the certification in USA, Australia and Hong Kong organisations. From all of that, lack
of effective communication appears a problem for Western, Arabic, South America,
Australia, New Zeeland and Asian organisations.
2.10.9-Lack of time
Dory and Schier (2002) quoted Cole (1999) who cited that the organisation needs time
to successfully implement the quality methods and processes that are necessary to
achieve significant improvements. The organisational learning how to overcome
existing institutional barriers and to apply a new system or new organisational routines
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for QI does not come quickly. However, short time preparation includes the danger of
implementing ISO 9000 standards by satisfying only the minimum requirements that
assure certification and no important changes occur that would essentially improve
internal organisational procedures (Lipovatz et al., 1999). Also, a quality initiative in
an organisation needs a sufficient time for consolidating practices that involve
significant paradigm shifts (Macedo-Soares and Lucas, 1996).
Too little time in the registration process is a barrier to implement and maintain
effective ISO 9001:2000 in Singapore organisations (Low and Ling Pan, 2004).
Likewise, Sharp et al., (2003) stated that failure to allow sufficient time for evolution is
a barrier affecting successful implementation of ISO 9001:2000 in the North West of
UK. Also, lack of time is one of the common problems encounter by organisations in
implementing ISO 9000 standards. The amount of time needed to become certified
usually takes from about one to two years depending on the organisation's size, current
level of work quality, extent of current documentation, complexity of production
process and management commitment (Stevenson and Barnes, 2001). It is impractical
to change the whole organisational system in a short time. In addition, Balzarova et al.
(2002) quoted Bamber (1998) who cited it takes time to spread a new way of dealing
with responsibilities and tasks within an organisation.
To spread a new way of dealing with responsibilities and tasks within an organisation
needs a long time. Time would be one of the barriers to overcome to make the top
management in the organisation convinced to implement the system.
2.10.10-High cost of certification
The relatively high cost of the certification is a ban-ier facing most organisations. It is
generated by training, time, consultant fee, registration fee itself etc. High consultancy
fee to facilitate the registration process is a key factor in the cost registration fees
(Stevenson and Barnes, 2001). Likewise, the same result was found by Dickenson et al.
(2000) that the cost of consultation, implementation and third party certification fees is
very high in Russia. Additionally, the cost of upgrading the infrastructure to meet
international standards and the initial and development costs of certification is a big
problem to implement ISO 9000 standards in Russia. Lack of financial capacity to meet
the implementation cost and maintain a QMS cost in Spanish organisations is one of the
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barriers affecting implementation of ISO 9000 standards according to Fuentes et al.
(2000).
2.10.11-Lack of documentation
ISO/TC176/SC2 (2002) highlighted that the documentation of QMS in any organisation
is affected by complexity and interaction of its processes and its people competence.
The ideal QMS documentation according to the new standard is represented in the
quality manual, which contains quality policy and objectives. Also, it contains QMS
procedures that describe the interrelated processes, work instructions and other detailed
documents.
Yahya and Goh (2001) quoted Quinlan (1996) who highlights that 80 per cent of the
failure of organisations in certification audit is caused by some barriers such as
improper document and control of documents and data as required in ISO 9000
standards. Another insight is given by Tayyara et al. (2000) that the difficulty of setting
up a quality manual and the difficulty of writing up procedures and work instructions
are barriers to QMS implementation in Syrian organisations. In their studies, Mo and
Chan (1997), Carlsson and Carlsson (1996) and Lee et al. (1999) stated that lack of
controlling the documentation is a barrier in implementing a QMS. Stebbing (1993)
indicated that documentation is too much paperwork and its remedy is by revising
documentation periodically. Contrary to what is mentioned about lack of
documentation, the new ISO 9001:2000 standards requested only six mandatory
documentation procedures and the problems appear in controlling of documents in those
areas.
2.10.12-Lack of information
CI relies on accurate information about processes in an organisation and information
from workers, agents, vendors and customers. Analysis of this information allows
management to make effective decisions in managing quality (Ranghunathan et al.,
1997). Also, Ashire and O'Shaughnessy (1998) quoted Suresh and Merideth (1985) &
Sylla (1988) who stated that quality activities information influences the success of QI
efforts, all staff need to know in detail the source of problems.
Limited in exchanging information is a barrier to implement and maintain effective ISO
9001:2000 in Singapore organisations (Low and Ling Pan, 2004). Similarly, Amar and
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Zain (2002) identify Indonesian manufacturing organisations' barriers and linked
research findings with ISO 9001:2000 standard's clauses as lack of quality information
(clause 5.1). Also, Fuentes et al. (2000) cited that lack of information and
communication routes where this necessary information could flow is a barrier to
implement ISO 9000 standards in Spanish organisations. Furthermore, Samson (1997)
pointed out that lack of sharing information between management and shop floor
employees to close the loop between improvement actions and their sequences is a
barrier to implement QMS in Australia and New Zeland. Najmi and Kehoe (2000)
quoted Laza and Wheaton (1990), Boyett et al. (1992), Brown (1993), Katz (1993),
Goodman et al. (1994), Zangwill (1994), Dale and Cooper (1994), Tatikonda and
Tatikonda (1996) who cited lack of integration between quality information system and
existing management information system is a major barrier in ISO 9000 standards
implementation.
2.10.13-Lack of customer satisfaction
An empirical study done by Casadesus and Karapetrovic (2003) on about four hundred
Spanish organisations certified with ISO 9001:2000 highlighted a difficulty to analyse
customer satisfaction data is the biggest problem facing those organisations. As
outlined by Quazi et al. (2002) and Fuentes et al. (2000), lack of commitment to satisfy
customers, lack of integration of customer satisfaction in a firm's goals, vision and
knowledge of customer needs and expectations, lack of cooperation from customers.
Also, lack of usage of customer feedback in new product design, monitoring customer
satisfaction, responsiveness to customer complaints and level of interaction with
customer are big problems to implement ISO 9000 standards. The absence of the
customer's voice and lack of alternatives for the customer to accept or not are barriers
impeding ISO 9000 implementation in Syrian and Yemeni manufacturing public sector
organisations (Tayyara et al., 2000) and (Al-Zamany et al., 2002).
Measurement of the customer satisfaction is an important factor in the determination of
the effectiveness and implementation of the QMS according to ISO 9001:2000 in an
organisation. Regarding customer satisfaction requirements in ISO 9001:2000, top
management should determine customer needs and expectations and change them to
requirements. Communication of the importance of meeting customer requirements
throughout the organisation and the awareness of customer requirements must be further
promoted by the management representative. Management must communicate with
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customers to discuss about product orders, contracts or requirement and feedback.
Customer feedback must be used in the management review meetings to review current
performance and improvement opportunities of the organisation.
2.10.14-Role of national standards, advisor and certification body
Lack of BSI role, for the development and marketing of QMS, is a difficulty facing ISO
9000 standards implementation in UK organisations (Bryde and Slocock, 1998). But
Fuentes et al. (2000) and Carlsson and Carlsson (1996) outlined a lack of external
advisor who properly just qualified in a certain sector of activity is another barrier to
implement ISO 9000 standards in Spanish and Swedish organisations respectively. In
addition, Sharp et al. (2003) revealed that the lack of the role of certification bodies is a
barrier affecting successful implementation of ISO 9001:2000 standard in North West
organisations in the UK.
2.10.15-Lack of supplier control and cooperation
Supplier relationship, supplier selection criteria, number of suppliers, supplier
involvement in new product and duration of relationship are barriers affecting
implementation of ISO 9000 standards (Quazi et al., 2002). Furthermore, Zhao et al.
(1995) in their study about benchmarking quality practice in India, China and Mexico,
too many suppliers to one organisation is a barrier to implement the QMS-ISO 9000 in
those countries. Also, Yahya and Goh (2001) quoted Quinlan (1996) who highlights
that 80 per cent of the failure of organisations in certification audit is caused by some
barriers as improper control of suppliers. In addition, Fuentes et al. (2000) cited that
lack of cooperation from suppliers is a barrier to implement ISO 9000 standards in
Spanish organisations.
2.10.16-Difficulty of calibration and insufficient technology barriers
Curry and Kadasah (2002) quoted Mersha (1997) who suggests that governments in
developing countries should provide an appropriate environment with reasonable
infrastructure for industry as a whole. Insufficient technology is a barrier to implement
ISO 9000 standards in India, China and Mexico (Zhao et al., 1995).
Awan and Bhatti (2003), Lipovatz et al. (1999), Fuentes et al. (2000) and Moser and
Bailey (1997) cited that lack of calibration agencies is a barrier inhibiting
implementation of ISO 9000 standards in many organisations. In addition to that,
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Yahya and Goh (2001) quoted Quinlan (1996) who highlights that improper calibration
of tools and gauges is a barrier which causes failure of organisations in certification
audit.
2.10.17-Lack of incoming materials control
One of the problems of poor quality is resulted from the poor quality of incoming
materials. By cooperating with a single supplier in a long-term business relationship,
the quality level of incoming materials can be achieved (Kruger, 2001). Similarly,
Yahya and Goh (2001) quoted Quinlan (1996) who pointed out that inadequate
examination of incoming materials in some organisations caused failure in certification
audit to them.
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From table 2.1, there is literature to support the following points:
i. The shortage of Arabic studies (only four), which indicated the barriers faced by
organisations in those countries in ISO 9000 standards' implementation. Not
one of those studies was carried out in Libyan organisations. This supports
originality of this research and adds another contribution to the knowledge.
ii. All the Arabic studies mentioned in the table highlighted that organisations in
those countries encountered two similar barriers; lack of understanding ISO
9000 standards and organisational culture to implement ISO 9000 standards.
iii. Lack of time, employees' involvement, supplier control and insufficient
technology were not mentioned as barriers that affected ISO 9000 standards
implementation in Arabic studies stated above.
iv. Lack of top management commitment, lack of government impact and lack of
human resources barriers were cited in most Arabic studies.
v. Most of the studies in Islamic countries, mentioned in table 2.1 revealed that the
organisational barrier was a common barrier faced implementation of ISO 9000
standards in those organisations.
vi. Lack of customer satisfaction, incoming materials, supplier control and lack of
national standards institute, advisor and certification body roles are not common
barriers in Islamic countries' organisations.
vii. The most common barriers facing ISO 9000 standards' implementation in Asian
organisations were lack of human resources, organisational culture and lack of
top management respectively.
viii. Lack of employees' involvement, insufficient technology, supplier control and
lack of national standards institute, advisor and certification body roles are not
common barriers in Asian' organisations.
ix. The European organisations encountered organisational culture, lack of
understanding of ISO 9000 standards and lack of human resources as common
barriers in their ISO 9000 certification process. These barriers are similar to
what Arabic, Islamic and Asian organisations faced.
x. Organisational culture, lack of understanding ISO 9000 standards, lack of
human resources and lack of top management commitment are the most
common barriers in Arabic, Islamic, Asian, Australian and New Zealand,
European, USA and South American organisations.
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xi. Lack of communication was mentioned by European, Arabic, Islamic, USA,
Asian and Australian organisations. But it was more frequent in Asian and
European studies respectively.
xii. Lack of time was cited as a barrier in Islamic, Asian, European, USA, South
American and Australian organisations. But it was more frequent in European
studies.
2.11-1S0 9000 registration and implementation processes
In this section the researcher illustrates the main factors and processes applied in order
to achieve the certification. The implementation of a QMS requires a working
framework that acts as a reference standard to assess that system. The use of ISO 9000
standards as a framework ensures that the system is not created and implemented in an
unstructured, incomplete or arbitrary way (Fuentes et al., 2000). Additionally, Najmi
and Kehoe (2000, p.229) quoted Ho (1995) who indicated "the ISO 9000 certification
should be seen as the beginning of a continuous improvement journey rather than the
end in any organisation". Moreover, Wiele et al. (2001) argued that ISO 9000
registration is a threshold for doing business in today's world marketplace. But real
commitment is a key issue for an effective implementation of ISO 9000 standards in the
organisation (Al-Zamany et al., 2002).
2.11.1-Registration main factors
Badri et al. (1995) identified eight critical factors of QMS implementation in an
organisation as top management role, quality policy, quality department role, design of
product or service, training, supplier quality management, process management or
operation procedures, employee relation and quality data. Moreover, Lee (1999)
discussed the success of ISO 9000 standards' implementation identifying that it can be
affected by the following factors as a conductive environment, certification as a start to
QI in the organisation, a good knowledge at the senior management of ISO 9000
standards' requirements, managing the implementation as a project and staff
involvement. Senior management should educate and train themselves prior to
development of the certification project. If they do not understand the requirements of
standards, the organisation will fail to get the certification. This is specially true in the
case of small firms. In addition, Koo et al. (1998) quoted Yung (1997) who quotes that
the critical factors for successful implementation of QMS-ISO 9000 processes are:
i. Top management commitment and involvement.
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ii. Teamwork approach to help in providing problems' solutions.
iii. Full training programs to increase quality awareness.
iv. Improvement of methods and techniques of quality control.
V. CI program
and
vi. Staff participation at all levels.
Similarly, Sharma and Gadenne (2001) quoted Flynn et al. (1995) who mentioned that
the six important factors of a QMS are:
i. Top management support.
ii. Quality information (process control and feedback).
iii. Process management.
iv. Product design.
v. Workforce management.
vi. Supplier involvement and customer interaction.
Obviously, top management commitment, management and employee attitudes towards
the system, training and education programs, communication and involvement of
employees are important factors in the certification process in any organisation. They
should be taken in consideration by any organisation's management to avoid them
becoming barriers in implementation of ISO 9001:2000 standard.
2.11.2-Organisational culture and its change
To implement the QMS effectively in any organisation, an investigation and assessment
of the existing organisational culture and management approach appeared a very
important factor and should be taken in consideration in any organisation. The
organisational culture is how an organisation's employees behave with the change of an
existing management system. For example, resistance to change with its different forms
from management, or employees, is a common aspect that emerged with any new
change process in the organisation. The management should work to investigate the
existing organisational culture, to implement the new process effectively.
Stone (2002) defines organisational culture as "the values, beliefs, assumptions and
symbols that define the way in which the organisation conducts its business". Human
resource management activities contribute to the development of an organisation's
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culture and provide it with a competitive edge by reinforcing the specific behaviours
needed to achieve the organisation's strategic objectives. Human resource management
means managing people within the employer-employee relationship. It involves the
productive use of people in achieving the organisation's strategic business objectives
and the satisfaction of individual employee needs. Ghobadian and Gallear (1997) stated
factors can influence the culture of an organisation such as education and training of
employees, participation programmes of employees, enhanced communication
programmes, revision of procedures and policies, modification of reward system and
behaviour of top management. In addition, Madu (1997) cited that organisational
culture is influenced by the tradition and ethical value system. Structurally dependent
variables such as culture can be investigated and explored in such situations to identify
and build cognisance between them and quality.
To successfully implement a QMS, cultural change is required to replace the traditional
methods and ideas with newer ideas and beliefs in the way work should be done. Also,
McDermott and O'Dell (2001) identified two types of culture dimension aspects, which
are as follows:
i. Visible aspects such as organisation's mission, espoused values, structure,
stories and spaces (decor and offices reflect culture assumptions).
ii. Invisible aspect, it is the behaviours of organisational workers.
Likewise, Zairi (1996) pointed out that there are two types of culture. Perceived culture
to be tackled and changed such as poor work habits, levels of complacency, fire-
fighting, mistrust, lack of willingness to cooperate, sabotage and laziness. The second
one is the real culture, which is undervalued and underemphasised. Islamic principles
and values are compatible with teachings of the QMS.
Maull et al. (2001) quoted Hofstede et al. (1990) who defined a model of organisational
culture otherwise known as the onion model contains four main elements as,
i. Values, form the core of a culture and are the deepest of it.
ii. Rituals are collective activities, which are considered socially essential.
iii. Heroes are persons who possess features that are highly prized and are often the
winners.
iv. Symbols are the most overt element of culture and are objects or words
recognised by those who are part of the same organisational culture.
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The model shown in figure 2.5 is a visual representation of the theory.
Fig.2.5 Hofstede's model of organisational culture (Source: Mau11 et aL (2001,
p.307)).
Pheng and Alfelor (2000, p.134) quoted Low (1998) who stated that there are two basic
approaches to implementing QMS, which meets the requirements of ISO 9000,
technical and non-technical (behavioural) approaches "The technical elements of ISO
9000 standards are always the most visible quality management components, the
improper identification and disregard for the non-technical attributes such as an
organisational politics, leadership styles, socio-political conflicts, change management,
etc, have been regarded as the route cause of an organisation's failure to fulfil its
quality objectives".
Goetsch and Davis (2000) outlined that organisations with quality culture are
characterised by behaviour matches slogans, customer input is actively sought and used
to continually improve quality, employees are both involved and empowered, work is
done with teams, top management are committed and involved, sufficient resources are
made available for the CI of quality, education and training are provided to ensure that
employees at all levels have the knowledge and skills needed to continuously improve
quality, reward and promotion system are based on contributions to quality continual
improvement, fellow employees are viewed as internal customers and suppliers are
treated as partners. Goetsch and Davis (2000) also mentioned that every organisation
has two separate cultures that relate to change (the advocates and resisters) as shown in
figure 2.6.
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Resisters of change
-Desired status quo
-Consequences of
change
Advocates of change
-Desired change
-Benefits of change
Figure 2.6 The advocates and resisters of culture change (Source: Goetsch
and Davis (2000)).
Madu (1997, p.273) also quoted Hames (1991) who further notes, "Quality, too, is a
series of behaviours, ways of thinking and of working, and can only thrive in a
compatible environment". It means that an organisation assesses its present culture and
determines if its environment is supportive of QM before it makes a transformation to
quality. Management should recognise the importance of culture and its influence in
transplanting what an employee worked in a different cultural set up without reviewing
its compatibility or incompatibility with different cultures; for example, work ethics
may differ in different cultures (Madu, 1997).
Strebel (1994) cited that top management in an organisation makes a mistake when it
implements organisational changes through radical restructuring by ignoring the effort
required to change skills and behaviours, resulting in surprise when the exercises need
to be repeated a few years later. Additionally, Okumus and Hemmington (1998)
mentioned that the analytical tools needed to evaluate change situations are:
i. Stakeholder analysis, which is useful in identification of influential people.
ii. Systems analysis which is essential for the evaluation of the influence of change
on an organisation and its interaction with the environment.
iii. Force field analysis provides a framework to compare and evaluate the
restraining and driving forces for change.
2.11.2.1-Change management process
Huczynski and Buchanan (2001) stated that organisational change is one of the most
pressing issues facing organisations, their managers and employees. Organisations face
an unrelenting stream of pressures from global competition, social and demographic
trends, shifts in government policy, geo-political events and a continuing stream of new
technologies. Furthermore, Oakland (2000) pointed out that change management would
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lead to changes in behaviour among the personnel in an organisation. Change relies on
a form of religion spreading through the people in a business firm. Commitment of all
staff, knowledge of the business, critical success factors, process breakdown links,
tools, techniques and personnel of high skills will be required for good communication
around the change process. The change process will be unsuccessful and collapsed if
any of the above is missing.
Change management is frequently observed in most organisations, even day to day
work environment is often affected by change. Managers in organisations may be
asked to change departments, learn new tasks and take additional responsibilities or cut
their overtime. Management should encourage individuals to welcome change and
seek new opportunities, think and act positively, accept challenges, learning new skills
and develop through new experiences (Macadam, 1996). Okumus and Hemmington
quoted Ulrich (1998) who cited that organisations have to learn how to manage change
in order to survive in an aggressive competitive environment in a global market. ISO
9000 standards requires the building up of effective and efficient engineering change
management procedures and systems as a part of the QA programs provided by the
document and data control requirements and design control requirements (Huang and
Mak, 1999).
Goetsch and Davis (2000) outline that the eight steps of managers to guide their
organisations through change to quality culture are:
i. Identify the change needed. Management should evaluate the existing culture
like open and continual communication, obsession with continual improvement,
employing involvement and empowerment and customer input and feedback.
ii. Put the planned changes in writing, the changes should be listed without
explanation regarding to assessment results of an organisation's existing culture,
which usually identify improvements that need to be made.
iii. Developing a plan for making the changes. The model who-what when-where-
how should be used in the plan for effecting change. The elements of the model
are:
a)-Who will be affected, involved and challenged the change?
b)-What tasks must be accomplished? What barriers and what are the related
processes and procedures that will be affected by the change?
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c)-When the change should be implemented? When should progress be
measured? When change process should be completed?
d)-Where the change should be implemented?
e)-How the change be made? How it affects existing people and processes?
How it improves quality, productivity and competitiveness?
iv. Understand the emotional transition process, advocators should understand the
transition process.
v. Identify key people. Advocates, facilitators and inhibitors of implementation
change should be identified. Management should give the opportunities to state
their cases and give inhibitors some things to do or to bring them around and
then turn to advocates.
vi. Take a "hearts and minds" approach. Frequent and open communication is the
best strategy to apply. Advocates should allow inhibitors to voice their
concerns and objection in open forums. The concern should be answered in an
objective, patient and no defensive manner.
vii. Apply courtship strategies. This kind of strategy means a carefully listening and
best behaviour from one partner to another. Advocates' relationship with
resisters should be as courtship to win them and bring them along change
process.
viii. "Support, support, support". Management should provide materials, moral and
emotional support needed by personnel undergoing change.
Stone (2002) points out that a global organisation must adopt international best
practices to secure a competitive advantage. Organisations that do not change and
adapt to the new competitive environment will be defeated in the market place or be
taken over by those that do. Changing employee behaviour requires a change in the
organisational culture. The steps in the change process are:
i. Determining the need for change, change is crucial when there is a gap between
organisation, department, function or individual performance objectives and
actual performance. Change is a human as well as a technical problem.
ii. Determining obstacles to change, potential barriers to change should be
identified by managers who need to determine what is actually generating
resistance. The bureaucratic and existing culture, strategies and structures of
organisation are powerful barriers to change.
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iii. Implementing change, the introduction of change can be done by internal
managers or external consultants. The bottom-up change implementation
approach requires considerable discussion and consultation with managers and
employees. It emphasises participation and communication and the minimising
of uncertainty. Internal managers are more successful in introducing change
because they are more knowledgeable about the people and business operations.
A problem has been identified in that they are too narrow in outlook, which is
defined by the existing culture. Consultants might be faced with obstacles when
trying to introduce change, despite the fact that they have expertise and more
practical knowledge of change management than internal managers.
iv. Evaluating change. An organisation should ensure that adequate data and
measures are developed to enable comparison of its situations before and after
the change process. Job satisfaction, sales and employee productivity are used
as indicators to evaluate the effect of the change. If the result of the evaluation
is ineffective change then it needs revision to the change program drawn from
analysis of captured data collected during the change process.
Starting with vision and mission statements, analysing the critical success factors and
moving on to the core processes is the most effective approach to motivate staff when
engaging in a permanent change process (Oakland, 2000).
Employee involvement and participation in the change process can help to reduce the
fear of change or the personnel's resistance to change. Effective management
leadership helps to lead employees through the change management process by
providing a justification for the change and communicating this to employees, thereby,
supporting employees through new routines and involving them in creating the
organisation's future development.
2.11.3-Implementation processes
Hamali (1999) argued that the certification creates an environment of confidence in the
procedures and practices of the organisation. Furthermore, it adds value to the products
provided. The ISO 9000 registration process is seen as evidence by an organisation's
customers that delivery of consistent quality to the agreed specifications can be
achieved. Certification by an independent third party enhances the competitiveness of
the organisation ensuring that the organisation can meet customer quality requirements
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and satisfaction. The certification is a powerful tool in provision of the marketing
advantages against an organisation's competitors. But Sun (2000) outlines that a danger
for certification is that an organisation may see it as a substitute for TQM and does not
continue the journey after being registered to the ISO 9000 standard.
The implementation stages of ISO 9000 standard in an organisation are identified by
many researchers and by some specialist guidelines issued by some standard body
institutes {for example, Canadian General Standards Board (CGSB)}. In CGSB 184
(2002), the Canadian General Standards Board prepared guidelines for implementing
ISO 9000 quality management systems in public sector organisations. It has been
written in a user friendly format and sets out step-by-step guidance for meeting
increased effectiveness.
Gastelum (2003) noticed that implementation process of ISO 9000 standards in
Mexican public sector organisations carried out in six common stages as below:
1) Preparation stage. It involves awareness sessions related to ISO 9000 standards
to all workforce in the organisation. Initial visits to other certified companies
usually happened to learn lessons from them.
2) Initial structure stage. It includes forming of an ISO 9000 committee, assigning
of internal auditors, appointing of management representative, providing
required resources, identifying quality policy and objectives, quality plan and
quality structure.
3) Preparation of Quality Manual stage. In this stage, the organisation prepares
quality manual that contains identification and integration of all processes they
have been carrying out, in the organisation, in a diagram. Also, it includes
identification of quality function responsibilities.
4) Procedures and application of ISO 9000 specific requirements. It is the
establishment, application, deployment of quality procedures and initiation of
continual improvement actions stage. The organisation runs specialised quality
training programs for selected members in technical and measurement issues.
5) Internal audits stage. In this stage, the organisation carries out QMS evaluation,
corrective and preventive actions and CI projects.
6) Final audit stage. The third party certification body evaluates the applied quality
system and gives his or her comments to the organisation to do corrective and
preventive actions.
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Moreover, Seaver (2001) described the process of setting up the QMS-ISO 9001:2000
in an organisation as sixteen steps process as below:
1) Preliminary work. The management in the organisation should know and
understand the ISO 9000 standards, QMS, necessary level of commitment and
try to identify the root causes of their problems and how to solve them.
2) Produce a quality policy. It should involve the commitment of top management
such that all quality activities carried out with the intent being to satisfy
customer expectations and to develop real improvement of quality product and
the organisation as a whole.
3) Appoint group to coordinate the project. This group be supported by the whole
organisation. Top management are responsible for ensuring that the group
provides regularly updated information to all employees in terms of progress and
problems. The involvement of personnel in the project ensures their support and
commitment.
4) Demonstrate commitment. Senior managers must show their commitment by
provision of adequate time and resources to the project.
5) Identify organisation's process. Management should organise its activities into
processes. The customer is at both ends of the main process. The main process
is divided into sub-processes that often suggest the structure of the desired QMS
documentation.
6) Decide on the structure for the system. The QMS-ISO 9000 contains four
levels; quality policy, quality manual, operational procedures and working forms
and record sheets.
7) Management review. The structure of the QMS depends largely on the
organisation's management structure. It is important to identify those critical
tasks that must be carried out in order to manage quality effectively, ownership
of these tasks should be assigned to suitably experienced individuals.
8) Determine the scope of the system. Establishment of the system depends on the
organisational circumstances, such as if it is private or public, the present
culture, the number of employees and its size. The scope of the system must be
defined in relation with the application of ISO 9001:2000 standard's
requirements to determine what needs to be addressed within the organisation
system. An example, it would be unnecessary to include calibration of
instruments as a quality function requirement for a banking organisation.
80
9) Document what management do currently. When an organisation is successfully
achieving its business goals than most things are being carried out correctly. It
can start by documenting existing procedures and methods. It is preferable that
changes are necessary to existing methods and procedures, however where
problems are encountered then changes must be made to rectify the trouble.
10) Integrate management activities (Quality, Environment and Occupational Health
and Safety). There should be a single basic system incorporating common
methods to action generic problems when they occur. To achieve this, the
organisation should follow several routes to develop a single integrated system
where written procedures address quality, environmental and health and safety
issues. Alternatively, the organisation could have separate documented systems
for the three aspects but a single managing approach.
11)Try it out. As the process of formalising an organisation's activities is finished,
the organisation should start to implement them immediately without waiting
until everything is ready.
12)Audit the system internally. When the system or a part of it has been running
for a period of time (e.g. 3 months), an audit should be carried out to help in
identifying any remaining gaps. Audit findings must be reviewed to find the
most practical way of resolving the problems.
13)Review the system. The management team should review the system to see how
effective it is in achieving the objectives set by the top management and to know
if it is delivering the benefits promised or expected. If deficiencies have been
found in the system, necessary actions must be taken to correct the problems.
14)Have a pre-assessment audit carried out. When the management team believe
that the system complies with the requirements of ISO 9001:2000 standard, it is
useful to call an external auditor to carry out a pre-assessment consultancy audit.
The team may then get some suggestions for corrective action from the audit.
The auditor can review the corrective actions and confirm if they have solved
the problem.
15) Selection of a certification company. The selected certification body should
provide the organisation and its management the required quality of service.
16)The certification audit. When the organisation's management feel that the
system is running correctly and complies with ISO standards' requirements
usually after a period of time between four to six months (actual period is
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depend on organisation circumstances) has passed they may consider that the
system is ready for the certification audit.
Furthermore, Idris et al. (2004) summarise ISO 9001:2000 implementation process in
the following steps:
1) Awareness stage which involves awareness and training programs related to the
standard for the management and employees to be familiar with it. Also, to
ensure it will implement a QMS complies with the standard's requirements.
2) Internal audits stage to define areas that need improvement.
3) Certification audit stage, after addressing non-compliance requirements, the
organisation can look for an accredited certification body to perform full
compliance audit.
Fuentes et al. (2000) identified that successful implementation normally runs in the
following stages:
1)Diagnosis is an in-depth analysis of the differences between the applied system
and the ISO 9000 standards.
2) Planning, the team leader can plan and schedule the remaining phases; the
consultant's role in this stage to identify the experience and knowledge of the
entire organisation's staff through his relationship coordinate efforts with the
organisation's personnel. It is better to create a steering committee to allow
important issues to be properly aired before decisions are made and
implemented.
3) Documentation, to set up the quality manual, working procedures and
instructions.
4) Implementation, implementation process that can be carried out where all audit
assurance activities take place at the end of the documentation phase.
5) Control, it must be periodically audited to examine the effectiveness of the system
and to find out if the objectives are being met. The consultant provides
measurement tools and a control system that should ensure rigour and fairness in
audits.
and
6) Maintenance, the consultant provides suitable training for all personnel within the
organisation.
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Morris et al. (2000) quoted Genevay (1997) who outlines the effective implementation
steps of ISO 9000 standards to be firstly the management commitment, secondly the
appointment of a quality leader or quality council, thirdly the forming of action teams
and finally reviewing and comparing of the existing system with ISO 9000 standard's
requirements.
Dale (1999) describes the stages of a QMS assessment and the registration process as
detailed in the following steps:
1) Writing of the necessary procedures and instructions and developing a quality
system to meet requirements of ISO 9000 standard.
2) Train and educate staff how to operate, work and test out the procedures. The
training and education programs involve completion of the appropriate
documentation, taking corrective actions seriously, providing accurate
information and develop awareness of staffs responsibilities.
3) Pre-assessment of the system to be carried out by qualified persons.
4) Selection of a third party certification body, the organisation should select a
certification body that has been accredited, for example, UKAS in United
Kingdom. It is important to establish the scope of the certification body's
approval, its reputation, its relevant experience and knowledge in the
organisation's field, current work and fees.
5) After an agreement contract has been signed between the organisation and
certification body, documentation including the quality manual is then sent to
the certification body to check compliance against the standard's clauses.
6) If the documentation meets the standard, the certification body do (not usually) a
pre-assessment audit. The organisation can use findings and comments of that
pre-assessment audit for modification and establishment of corrective actions.
7) The certification body does a formal assessment that contains an in-depth
appraisal of the organisation's QMS against the standard requirement. If the
assessors find any non-compliance with the standard's requirements and
documented procedures, then a report providing factual results and
recommendations is issued to the organisation. The organisation must rectify
the non-compliances before final approval can be achieved.
8) Organisations that are registered, are included in a system that requires a regular
and routine surveillance involving auditing visits by external auditors from the
certification body. This is generally undertaken twice a year.
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2.12-Chapter summary
From this chapter, theories and philosophies of known quality gurus were explained
because they are the basis of QM. An extensive review for the literature was carried out
by the researcher to get a deep understanding of issues related to QMS-ISO 9000
implementation in Arabic, Islamic, Western, South American and Asian countries. The
review included available literature concerning the ISO 9000 standards version 1994
and 2000, and TQM. The researcher decided to use the literature about both versions
and TQM because of the shortage in the literature about the new standard and to cover
some similar issues between them. Also, TQM is closed to the new standard principles.
Many important factors should be taken in consideration by any organisation's
management to avoid them becoming barriers in implementation of the QMS process.
For example, top management commitment, education and training programs related to
the system, employee involvement and empowerment and effective communication.
Many barriers have appeared that affected seeking or getting the ISO 9000 certification
in those countries and might be found affecting the Libyan manufacturing public sector
organisations, were gathered in table 2.1. This table is a contribution of this research to
the knowledge, as will be discussed in the contribution section in chapter seven. An
investigation and assessment of the existing organisational culture and change
management approach was carried out by the research to get in-depth understanding
about its common aspects and issues. The literature presented in this chapter helped in
achieving the first three objectives of this research. Moreover, it helped in developing
the conceptual framework of this study. In the next chapter the researcher will develop
the conceptual framework.
The presented literature highlighted the importance of analysing and studying the
culture and work environment of the study's country. However, the researcher in
chapter four will analyse the Libyan culture and work environment where the case
studies of this research evolved.
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CHAPTER THREE
DEVELOPMENT OF A CONCEPTUAL FRAMEWORK
3.0-Introduction
Sekaran (2000, p.91) defined the theoretical framework as "a conceptual model of how
one theorises or makes logical sense of the relationships among the several factors that
have been identified as important to the problem". From the review of the literature on
ISO 9000 standards a researcher can develop a conceptual theoretical framework. It
provides the basis for the final framework (Najmi and Kehoe, 2000). The Framework is
a reference for proceeding further in the right direction. The primary purpose of a
conceptual framework is to indicate the key elements of types of barriers that could face
any organisation in the implementation of ISO 9000 standards.
3.1-Barriers emerged from the literature review of this research
From the literature review, the researcher has derived the barriers that affect the
implementation of ISO 9000 standards in many manufacturing organisations in different
countries. These barriers were identified in table 2.1 as:
• Difficulty in understanding ISO 9000 standards requirements, purposes and
benefits.
• Organisational culture barriers that include:
o Bureaucratic culture.
o Resistance to change.
o Wrong people in the wrong position.
o Employees are not working towards the future of the organisation.
o Featherbedding system.
o Territorialism.
o Employee absenteeism.
• Lack of human resources that contain:
o Lack of education and training programs.
o Lack of expert persons.
o Absence of well-organisational structure system.
o Lack of motivation system.
o No teamwork or no team development.
• Top management commitment.
• Lack of time.
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▪ High cost of the certification.
• Government Impact.
• Lack of communication.
• Lack of documentation.
• Lack of information related to the QMS issues.
• Lack of customer satisfaction.
• Lack of employee involvement and empowerment.
• Insufficient technology.
• Lack of incoming materials quality control.
• Lack of supplier control.
• Role of national standard body, advisor and certification body.
• Lack of awareness.
3.2-Conceptual framework critique
Some authors in the literature grouped the barriers, affecting the implementation of ISO
9000 standards in their studies, into different groups. The researcher benefited from
these different classifications in developing the conceptual framework for this research.
Ngai and Cheng (1997) categorised the bathers emerged in their study to four types of
barriers as:
1)-Employee and cultural barriers that include change of culture, fear and resistance to
change, lack of employee commitment and lack of confidence by employees.
2)-Infrastructure barriers that involve insufficient quality training and education, lack of
customer feedback systems, lack of recognition and reward systems and lack of expert
people in the quality management system.
3)-Manager bathers that contain lack of top management commitment, no proper vision
and mission, high turnover of staff and lack of leadership.
4)-Organisational bathers that include ineffective internal and external communication
network, territorialism and organisational politics.
Fuentes et al. (2000) classified the barriers into four different categories, which were
similar to Ngai and Cheng, as follows:
1)-Organisational barriers that contain difficulty in the communication of new tasks for
each job at all levels, resistance to new responsibilities, difficulties in cooperation
86
among middle managers over quality problems, lack of employee involvement and lack
of top management involvement.
2)-Technical barriers that include lack of communication routes through which
necessary information could flow, lack of appropriate technical knowledge, lack of
information and help from public organisations and difficulty of access to test
laboratories.
3)-Economic barriers that involve economy effort, lack of external advisor properly
qualified in a certain sector of activity and lack of training programs related to quality.
4)-Vertical barriers related to the economic chain, lack of cooperation from customers
and lack of cooperation from suppliers.
Moser and Bailey (1997) grouped the barriers, found in their study, into four groups as:
1)-Worker and management interface barriers that contain lack of worker motivation,
opposition of existing management, acceptance of the status quo and resistance to
change and effective motivation.
2)-Manpower and training barriers, include lack of training and concerns about
additional work from implementing the QMS.
3)-Policy, procedural and philosophy barriers which involve incompatible management
system, all talk without action, inadequate tools, equipment and supply systems and
over regulations.
4)-Low concern barriers that contain lack of process control and awarding business on
price alone.
Erdal and Ghosh (1997) cited that the obstacles facing the ISO 9000 certification
process, in the organisations in their study, can be divided into two groups:
1)-Organisational obstacles such as lack of understanding of ISO 9000 certification by
all departments in the organisation and unwillingness to change from the existing
system.
2)-Procedural obstacles such as difficulty in understanding the ISO 9000 standards'
requirements, lack of documentation control, high cost of the certification and lack of
time implementation.
Al-Zamani et al. (2002) identified three main categories of difficulties to implement
ISO 9000 standards in public sector organisations in their research:
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1)-Government issues barriers which include the selection and assessment of managers
and lack of governmental support.
2)-Technical knowledge barriers that involve lack of skilled persons to implement the
activities related to the QMS such as process management, data collection, data analysis
and problem solving.
3)-Current organisational practices and barriers that contain the organisations are not
focused towards the customers, the way of thinking, the way through total commitment
of management, unacceptability of errors, employee empowerment and presence of
firefighting management.
Based on these categorisations and the other barriers pointed out by other researchers as
outlined in the beginning of this chapter, it is obvious that organisational barriers,
technical and organisational culture groups are frequented in every author's
classification from the five authors mentioned above and were mentioned also by many
authors in the literature chapter. The organisational barriers are created from the
company's management itself, such as weakness in leadership and top management
commitment towards the implementation of the system. The organisational culture
barriers are those barriers that have been created from management and employee
behaviours and attitudes toward the system's implementation. The technical barriers are
those which represent the difficulties that have been found by management and
employees in understanding the standard's requirements. Moser and Bailey (1997) and
Al-Zamani et al. (2002) indicated that the group of external barriers which affect the
company are those that come from outside organisations such as policies and
legislations of the country's government, and also from external customers. Al-Zamani
et al. (2002), Ngai and Cheng (1997) and Erdal and Ghosh (1997) carried out their
studies in manufacturing public sector organisations in developing countries.
However, the government impact factor should be taken into consideration by any
public sector organisation in developing countries. It can play a very important role in
the implementing of ISO 9000 standards in these kinds of countries. This research is
carried out in one developing country, and then it is important to take it into
consideration in line with other external barriers. For that reason, the researcher
identified external barriers as a pillar of the conceptual framework, of this research.
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3.3-The structure of the conceptual framework
From the previous discussion, the researcher categorised four types of barriers which
form the main areas of the conceptual framework as shown in figure 3.1, of this study as
below. From figure 3.1 it is clear that the conceptual framework, of this research,
highlighted the relationship between the four kinds of barriers through the directions of
the arrows. All of which, need to be considered to understand the barriers that affect the
implementation of ISO 9000 standards in every organisation. Every group of barriers
has a relation with the other three groups. However, the organisation does not need to
sort out one of them before the others. The researcher decided to include the issues that
were strongly emphasised by authors in the literature review. From the review of the
literature of this research and other authors' grouping of barriers that affect the
implementation of ISO 9000 standards, in public sector organisations in developing
countries, highlighted broad agreement that the following barriers are the most
important issues to be taken in an organisation consideration.
• External barriers that include,
o Impact of government.
o Cost of certification.
o Role of national standards, advisor and certification body.
• Organisational barriers that include,
o Human resources.
o Employee involvement and empowerment.
o Awareness of ISO 9000 standards.
o Top management commitment, leadership and involvement.
• Organisational culture barriers that include,
o Resistance to change.
o Bureaucratic culture.
o Employee absenteeism.
o Employees are not working towards future of the organisation.
o Wrong people in wrong position.
• Technical barriers that include,
o Documentation system.
o Exchange of information.
o Time of implementation.
o Incoming materials control.
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o Difficulty in calibration and insufficient technology.
o Customer satisfaction.
o Communication.
o Understanding ISO standards' requirements.
o Supplier control and cooperation.
3.3.1-External barriers
The external barriers include the impact of government on the implementation of ISO
9000 standards in the country's organisations. The impact of the government
represented in issues such as legislation, financial support. The external barriers include
also the effect of the certification process fees such as consultancies and certification
body fees and cost of training programs. Finally, it contains the role of the national
standards body, consultants and the certification body.
Glover and Siu (2000) mentioned that any government creates a management system in
the public sector for provision of life-time employment and welfare structure. This will
make the organisations in this sector play an economic and social role. This
featherbedding system can help to avoid unemployment but make the organisations
overstaffed. Governmental public organisations are still hiding behind terms such as
dictates of rigid centralisation, micromanagement requirements and congressional
mandates and rules that can not make them capable of producing high quality products.
The contribution of government is also potentially of great importance (Ghobadian and
Gallear, 1997). Most developing economies often have unique characteristics, lack of
democracy, instability, corruption, lack of necessary tools and equipment and unskilled
labour force. Businesses in many developing economy countries often have been
sheltered from competition in the markets due to protectionism and government
intervention in foreign trades. Developing economy countries should adopt global
market changes and develop programs to enable themselves to compete effectively.
The policy makers in developing countries should be aware that lack of democracy,
instability, corruption, unskilled manpower and others affect work performance and the
quality programs may not be easily implemented (Madu, 1997). The governments must
support quality financially and through motivation programs and laws (Morris et al.,
2000).
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Dickenson et al. (2000) mentioned the common barriers in Russian organisations as the
cost of implementation and registration, which is the major factor for Russian
organisations. Askey and Malcolm (1997) stated that some barriers in the United
Kingdom (UK) advertising industry were start up and certification fees. Erdal and
Ghosh (1997) outlined that one of the barriers facing Turkish industry organisations
during the ISO 9000 certification process is high registration costs. Quazi and Padibjo
(1998) mentioned a barrier affecting the implementation of a quality management
system-ISO 9000 in organisations in Singapore was the high cost of implementation.
Koo et al. (1998) studied some organisations in Hong Kong and mentioned that cost
would be the first barrier to overcome to make the top management in the organisation
convinced to implement the system.
3.3.2-Organisational barriers
The organisational barriers, which include the lack of understanding the benefits of ISO
9000 certification, awareness of ISO 9000 standards, lack of top management
commitment, leadership and involvement, lack of human resource management and lack
of employees' involvement and empowerment.
The best approach in the public sector to CI is to start with the top management. It must
establish the proper mission and vision, direction, policies and critical success factors,
giving the staff and stakeholders a clear picture of how their organisation will be
(Navaratnam and Harris, 1995). The absence of management commitment is one of the
reasons for the failure of the ISO 9000 standards implementation in Yemeni public
sector organisations (Al-Zamany et al., 2002). Neergard (1999) cited that many authors
in the literature agree that the top management commitment is a very important item in
the initiation and success of quality activities.
Patel and Randell (1994) quoted Chase (1991) who views training as an important
factor to the quality management change process. It provides initial awareness of the
fundamentals of quality management. Training acts as a vehicle for communication, it
raises skills of employees to take part in the improvement process. Moreover, it helps
the employees in the organisation to reform their attitudes towards quality. Ashire et al.
(1996) mentioned that the organisation should see the costs of training programs as
investments in human resources. The training strategy assessment scale in any
organisation is measured by availability of training resources, number of training and
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retraining times of every employee, employee satisfaction for training and level of
employee's participating in the same training session.
Lipovatiz et al. (1999) quoted Newall and Dale (1994) who cite that poor education and
training programs represent a major barrier in the implementation of a QMS. The
planning of training, from different levels of staff in the organisation, helps the
employees to participate more effectively in quality management.
Employees are empowered to report the error to the person who is responsible for the
process and the cause must then be removed to the satisfaction of the person who
identified the error (Ghobadian and Gallear, 1997). Employee empowerment is
demonstrated through the delegation of responsibility and authority for the quality
control process to the line-workers and also through the assignment of responsibility for
the quality results and provision of technical and managerial support to help workers in
quality efforts (Ashire and O'Shaughnessy, 1998). Ashire et al. (1996) said that
empowering employees is to inspect their own work and to stop production if the
process is out of control. Employee empowerment is to increase awareness of
responsibility and increase employee's participation. Empowerment involves providing
the necessary resources and technical support to assist them in such decision-making.
Dickenson et al. (2000) mentioned that the common barrier and difficulty in Russian
organisations is the lack of employee's involvement, inherited from the command
economy, and is a major barrier.
3.3.3-Organisational culture barriers
The organisational culture barriers include employee's resistance to change, the
bureaucratic culture that is prevalent in organisations, wrong people in wrong positions,
promotion of directors, managers and head of departments not based on qualifications
and employee absenteeism. Corbett and Rastrick (2000) argued that to implement
quality programs effectively, the organisational culture should be moulded to the quality
method or vice versa. It is important that this occurs at the initial implementation of the
quality program, because the culture's initial experiences of the quality program will
affect their future responses to quality initiatives. That is, organisational culture
impacts on quality from the conception of quality within the organisation. An
organisation's culture provides the basis for forming and modifying behaviours,
attitudes, and values deemed very important to the power structure of the organisation.
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The culture of an organisation can be influenced by education and training, employee's
participation programs, improvement communication programs, revision of procedures
and policies, reward system modification and behaviour of top management (Gallear,
1997). The organisational culture barriers are the most important barriers to overcome
to make an organisation successful in implementing ISO 9000 standards (Fuentes et al.,
2000).
Ghobadian and Gallear (1997) cited that there are six factors that can influence the
culture of an organisation as:
• Education and training.
• Improvement of communication programs.
• Top management behaviour.
• Frequent revision of procedures and policies.
• Employee involvement.
• Modification of evaluation and reward system.
The resistance to change happened by middle managers and employees when new tasks
and responsibilities are given to them (Fuentes et al., 2000). The employees have a
stronger feeling of being controlled by the system, they avoid undertaking more
responsibilities as the quality system requests (Lipovatz et al., 1999). Many employees
are resisting the adoption of new changes in the organisations because they have been
working a long time and do not want the challenge of learning new skills (Macadam,
1996).
Previously, large organisations favoured a bureaucratic culture approach that
contributed to the economic development in their countries but this approach has
recently been changed to focusing more on quality of products and services and
customer satisfaction (Claver et al., 2000). Organisational norms involve a highly
bureaucratic process in which there is an emphasis on producing too much
documentation rather than assuring the function of the system and quality improvement
(Santos and Escanciano, 2002). The bureaucracy increased due to the documentation
system requirements (Lipovatz et al., 1999).
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3.3.4-Technical barriers
The technical barriers include ineffective communication, lack of information, difficulty
of access to test laboratories, controlling the documentation during registration process,
lack of understanding the requirements and implementing them.
Flow of accurate information about quality management issues, processes of producing
products and information from customers, suppliers and agents are necessary in
organisations. The analysis of this information allows top management and managers to
make effective decisions in managing quality (Raghunathan et al., 1997). Ashire and
O'Shaughnessy (1998) quoted Suresh and Merideth (1985) & Sylla (1988) who stated
that quality activities information influences the success of quality improvement efforts,
all staff need to know in detail the source of problems.
To maintain a true customer focus, an organisation must ensure quick feedback of
customer survey results to appropriate functional areas for effective actions. The
indicator of the extent to which the quality information is shared in an organisation is
the frequency of quality performance data relayed back to the concerned departments
and workstations. Askey and Malcolm (1997) stated that some barriers in the United
Kingdom (UK) advertising industry were due to the lack of information available.
Al-Kalifa and Aspinwall (2000) mentioned some of the barriers to implement ISO 9000
standards in Qatari organisations (This geographical area is similar to the area being
studied by the researcher) such as the lack of understanding of the standards in an
organisation. Tayyara et al. (2000) who studied the ISO 9000 implementation in Syrian
organisations cited that the most common barriers are the difficulty of understanding of
ISO 9000 standards requirements and their interpretations, difficulty of implementing
some of ISO 9000 standard's requirements, difficulty of setting up of quality manual,
difficulty of writing up of procedures and work instructions.
Withers and Ebrahimpour (2001) indicated that the most common obstacles faced by
eleven different European organisations, in their study, was the difficulty interpreting
the ISO standards. Similarly, Beskese and Cebeci (2001) mentioned that one barrier
that faces the Turkish manufacturing organisations during ISO 9000 standards
implementation process is understanding the ISO 9000 standards' requirements. The
difficulties encountered by many organisations in applying the quality management
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tools and techniques in different areas of the business, and for different applications,
relate mainly to the status of the improvement process and resources available to
facilitate their introduction and subsequent use (Bunney and Dale, 1997).
Short preparation time for an organisation to implement ISO 9000 standards satisfy only
the minimum requirements that assure certification. Short time preparation can lead to
implementation of the standards without any important changes to improve internal
organisational procedures (Lipovatz et al., 1999). Balzarova et al. (2002) quoted
Bamber (1998) who cited that it takes time to spread a new way of dealing with
responsibilities and tasks within an organisation.
Erdal and Ghosh (1997) cited one of the barriers facing Turkish industry organisations
during the ISO 9000 certification process was that it takes time in the registration
process. Mo and Chan (1997) and Lee et al. (1999) stated one of the common barriers
encountered by the manufacturing organisations is insufficiency of project time in some
organisations and many procedures and activities to be carried out to keep the
certification.
Al-Zamany et al. (2002) outlined some barriers that inhibit manufacturing public sector
organisations in one developing country in their study are customer satisfaction
principle not appreciated, absence of the customers voices in the organisations and the
lack of alternatives for customers to accept or not.
Lipovatz et al. (1999) cited that two different barriers during preparation and during
implementation in Greek organisations are lack of laboratories for calibration and
failure to develop effective communication channels.
Fuentes et al. (2000) identified some barriers in their study such as the communication
of new tasks and functions for each job at all levels in the organisation, difficulties in
cooperation through middle managers concerning quality problems and lack of
cooperation from customers and cooperation from suppliers. But Ngai and Cheng
(1997) identified the barriers in Hong Kong organisations as ineffective internal and
external communication networks. Motwani et al. (1996) quoted Greene (1991) who
demonstrated that sixty percent of difficulties associated with ISO 9000 standards
implementation are document control. Similarly, Yahya and Goh (2001) stated that
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there are some difficult requirements encountering the Malaysian manufacturing
organisations to implement quality management system-ISO 9000 such as document
and data control, and process control. Also, Beskese and Cebeci (2001) mentioned that
some barriers are facing the Turkish manufacturing organisations during ISO 9000
standards implementation process. They are, controlling documentation.
Yahya and Goh (2000) said that lack of incoming materials assessment and improper
control of non conforming product procedures are barriers affecting manufacturing
organisations in their study. Beside that Yahya and Goh (2000) quoted Quinlan (1996)
who found that improper tools calibration and improper control of suppliers are barriers
facing manufacturing organisations as well.
Top management
commitment, leadership
and involvement
Impact of government
Cost of certification External Organisational
Barriers Barriers Human resources
Role of national standards,
advisor and certification
body
Employee
involvement and
empowerment
Fig.3.1 Conceptual framework for barriers affecting ISO 9000 implementation.
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3.4-Chapter summary
In this chapter, the barriers which emerged from the extensive reviewing of the
literature of this study have been considered that a conceptual framework, as in figure
3.1, has been developed by the researcher. This conceptual framework will help the
researcher to select the appropriate methodology of this research, informing of the
research questions and interview and questionnaire questions as well. In the
methodology chapter, the researcher will explain in more detail how he benefited from
the elements of the conceptual framework to select the research techniques and
developing the questions. But in the next chapter, the researcher will give an idea about
the Libya culture and environment where the case studies of this research evolved.
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CHAPTER FOUR
THE LIBYAN ENVIRONMENT AND THE
MANUFACTURING ORGANISATIONS
4.0-Introduction
This chapter investigates the aspects of the Libyan environment surrounding the
management relating to the manufacturing public sector. The researcher used his
twenty years work experience in two public sector organisations with regards the
presented literature in order to write about the Libyan culture, management, economy
and political structure. It is very important to provide the reader background
information about Libya and to introduce them to the environment within the
manufacturing public sector organisations concerning the culture. The environment
presents certain constraints that must be investigated and overcome if the organisations
are to survive (Agnia, 1997). In general, the management and organisational behaviour
are affected by the country's environment and this will affect the development of
managerial approaches in all sectors, especially methods and management thinking.
Libya is one of the North African Arab countries beside Tunisia, Egypt, Algeria and
Morocco. Over the past few decades, Libya has witnessed many changes in the state
administration, which have affected management thinking in all sectors and in the
manufacturing public sector as a part of them. This is the reason, why the researcher
gives background information about Libya in terms of geographical, economic and
industrial development. This type of information is necessary for a better
understanding.
4.1-Cultural differences
Sanderson (1992, p.143) quoted Schien (1985) who defines the organisational culture as
"the deeper level of assumptions and beliefs that are shared by members of an
organisation that operate unconsciously and that define in a basic of an organisation's
view of itself and its environment". Furthermore, Claver et al. (2000, p.343) define
organisational culture as " a set of values, symbols and rituals shared by the members of
a certain firm that describe the way things are done within the organisation when
solving internal managerial problems, together with those related to customers,
suppliers and environment".
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Hofstede (1991) cited that the culture of any organisation has become a fad through
managers and consultants. But Esman (1974) argues that the question is how the Third
World countries' administrations cope with their cultural differences. The western
models are designed to meet special needs, which may not have the same applicability
to other nations. Then the western models should be modified to become more suitable
and easy to apply to developing countries. Thus the study of QMS implementation in
manufacturing public sector organisations in Libya can not be properly carried out
without an understanding of the governmental and its surrounding environment impact
on the implementation of the system.
4.2-Management in Libya as a developing country
Jaeger and Kanungo (1990) cited that the developing countries imported modern
management theories and techniques to speed up their industrial development. Many
organisational practices and management programs in the developing countries are
based on the adoption of the experience of the developed countries model without
taking in their consideration the cultural constraints resulting from a wide gap between
cultural values of developing countries and the values practiced in the developed
countries. Furthermore, Jaeger and Kanungo (1990) said that organisational structures
in developing countries are hierarchical, status-oriented and decisions are made on the
basis of non-rational criteria. In the Libyan organisations, Agnia (1997) mentioned that
during the official working hours little attention is paid to the importance of time as
employees spend a lot of time meeting their visitors during working hours. The majority
of people working in public organisations do not follow the rules and regulations of
their managers. Then the administrative mistakes have been increased which lead to a
delay in achieving the organisation's objectives and difficulty in performing many
policies such as manpower development.
4.3-Historical and geographical background
Libya is located in North Africa, as the author mentioned in section 3.0, it has an area of
about 1,700,000 square kilometres with a population of about five million according to
the official census records in 1995. Libya has a coastline on the Mediterranean sea of
nearly one thousand and nine hundred kilometres. It is surrounded by many Arabic and
African countries, Egypt and Sudan to the east, Tunisia and Algeria to the west, Chad
and Niger to the south.
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Libya has witnessed many changes in governmental and administration aspects from the
twenty fourth of December 1951 when it became an independent country. A federal
government was adopted until the mid year of 1963 when the unitary system was
adopted. On 1st September of the year 1969, Libya changed from a kingdom to the
republic government. In 1977, Libya has declared the Jamaherian system and its
official name became Socialist People Libyan Arab Jamaheria.
4.4-The Libyan political structure
Handy (1993) pointed out that if the organisation is looking for success, it has to take
into consideration the political reality in the country.
Libya adopted a new system in 1977 which differed from the other traditional
governmental management systems, for all the Libyan sectors. It is called Jamaherian
system or popular system. In this system, the general People's Congress is on the top of
the pyramid authority, which involves the people's congresses in the cities, General
people's committee, unions, syndicates and other professional leagues. The General
People's Congress, which determine the authority policies and turn them to the General
People's Committee (Prime Ministry in other countries). The General People's
Committee changes them as decisions and procedures that have been performed by a
specific secretariat, for example, Secretariat of Industry (Ministry of Industry) and
Secretariat of Education.
4.5-The Libyan society's (Islamic and Arabic culture)
The discussion about Arab culture is a very important factor to be taken in this study,
because of its direct influence on the implementation of the QMS in the manufacturing
public sector organisations. In Libya, social relations are much tied to the family
consideration. This means that family obligations have priority over any other
obligations such as job obligations. Islamic religion and Arabic language are spread
over all Libya and become the two dominant elements in Libyan culture. These two
elements laid the basis for the social homogeneity of Libyan people (Farley, 1971).
The Islamic religion requires employees to carry out their tasks efficiently and
completely. The prophet Mohammed said that "Our God likes, any one who does a job,
should do it very well". Islam requires people to work in unity and to avoid conflict and
objection. The work group depends on the degree of cooperation among its members.
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Islam asked people to plan in advance in order to avoid any obstacles that may face the
work group. Islam does not neglect the importance of leadership as an effective
management role to achieve group goals. One of the Islamic principles is "if the
number of any working group of more than three, they must nominate one to be a leader
or coordinator of them for effective coordination". This coordinator must be fair with
his subordinates and use centralisation and decentralisation in decision making
according to the circumstances and conditions of the case managed.
In the Ottoman Authority era-1551-1911 (when Turkey commanded most of the
Muslim countries around the world), Libyans became familiar with many negative
administrative activities such as Libyan management bureaucracy in which the character
of an organisation is shaped by the personality of its personnel.
In the Italian occupation era (1911-1970), Libyans started to gain new behaviourai
forms, rules, procedures, working systems, technology and other facilities from Italian
culture and Italian colonised state in Libya. In this period of time, the Italians
established, organised and managed enterprises and projects, which was an opportunity
for Libyans to share and become more experienced in the practice of management
activities.
The basic units of Libyan society are the extended family, the clan, the tribe and the
village. Each of these plays a very important role in the individual and community's
life. Any individual in the Libyan culture is identified with his family, his good or bad
behaviour even brings the shame or fame to the family and the tribe. Moreover, factors
of kinship and collective solidarity most influence the selection of leaders in the society.
The selection of managers or decision-makers in Libyan organisations is highly
influenced by the individual's family or kinship or tribe background which leads to
wrong people in wrong positions and promotion of managers, departments and directors
not based on qualification (Elfathaly, 1979).
The Libyan authorities issued many laws and decisions set all criteria of competence
and academic qualifications. However, in practice some of these criterion may not be
applied by the Libyan organisations due to social, cultural and general environment that
encourage selection of employees on the basis of personal relationships and kinship or
tribe, as the author mentioned above rather than efficiency and competence.
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4.6-Libyan economic policy
The main objective of Libyan economy planning in recent years has been to utilise oil
revenues to raise the standard of living for present and future organisations. Libya with
important oil industries have better opportunities of promoting the development of its
economy more rapidly than some Arabic and African countries which should use a
percentage of their foreign exchange to pay for its imports. In 1978 the Libyan
authorities started to eliminate private ownership and established a comprehensive
system of price controls. Since 1988, encouragement has been given to private
partnerships and cooperatives in manufacturing. Most aspects of production and trade
remained under public control.
In 1993, some laws and decisions have been issued from the General People's Congress
and General people's Committee for establishing shareholding and partnerships
companies. But the large organisation sizes like manufacturing organisations have
remained as a public sector (up to now). The trade was opened to private entities to
work beside the public sector enterprises. The public sector encourages workers to
become involved in the day-to-day management organisations in which they work.
In 1994, the Libyan authorities put a plan to replacing foreign labour with Libyans,
improving productivity and profitability in all sectors such as agriculture and
manufacturing sectors. The pace of an effective libyanisation policy is essentially
governed by the availability of Libyan replacements, especially in the major strategic
industries such as the oil industry and manufacturing sector.
Ramadan (2002) who cited that Libya is still facing a shortage of skilled and trained
people in several fields, because new needs have been appearing as a result of the
changes in the economic and social structure. There are many issues that have played
an important role in formulating the current situation of human resource development
that include:
i. The economic development programs implemented in the 1970s have imposed
much pressure on management development and education establishments to
provide the number of qualified, trained and educated people needed to fill the
shortage found in development plans.
ii. The direct governmental control of the public sector and the centralisation in the
planning of economic projects caused the need for high-qualified people able to
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manage these projects.
iii. The expansion that happened of the public sector led to greater need for high-
qualified managers.
After the 1 st September revolution, the plan was to develop the Libyan economy from
oil revenue. Large areas of land were reformed for agricultural and many industrial
factories have been established, for example, Misurata steel complex, Abukamash
chemicals complex, cement, fabrics, food, chemical and petrochemicals industries. This
difference of Libya's economy is to create the human resources necessary to operate
and manage new public enterprises.
It is seen that it is very difficult to separate an assessment of Libya's economy from
Libya's political ideology. The central authority interventions influences their day-to-
day operations in terms of changes in organisational structure, location or site,
responsibilities or authorised budgets, employment conditions and personnel and
management appointments. The central authorities' interventions lead to a state of
instability that causes reduction in productivity and raises the cost of the product. The
instability of the organisational system causes continual changes in government and
institution's laws, rules and regulations. The Libyan public sector faced many changes
regarding the political attitudes of the country, for example, in the 1990s; the Libyan
government issued a decision that the Libyan companies must train their employees in
the Libyan National Institute of Public Administration and no possibility to do training
abroad. This institute suffers from a shortage of the required resources to enable it to
meet this responsibility. That caused a shortage in availability of skilled employees in
the companies.
The government policy of limiting imports just to necessary goods caused an increase in
the prices and decrease in the quality of local products. Also, the embargo imposed by
the United Nation in 1992 caused an increase in the costs of imported raw materials.
That led to an increase in prices of local product and low quality products as a result of
low quality imported raw materials. The embargo also led the Libyan companies to not
get the high technology equipment and spare parts especially from the western countries
(Agnia, 1997).
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4.7-The Libyan manufacturing sector
In the pre-revolution era (before 1 st September 1969) there were a large number of small
factories that have been established to produce light industries. These factories include
olive oil refining, fish and some vegetables canning, and leather tanning. Most of these
factories were owned or managed by Italian people as a result of the Italian invasion in
the year 1911 and its colonisation of Libya until the year 1942 (but stayed until 1970).
These activities were designed just to meet the local consumption.
In the 1970s, as a developing country, Libya was relatively new to the industrialised
world. After the great increase in the oil prices and subsequent accumulation of wealth,
the country began to implement ambitious industrial policies. The Libyan state led to
investment in the industrial sector. It was perceived as a way to gain economic
independence by investing in industries to produce products that substituted most of the
imported goods needed. In this period, many intermediate and heavy industries were
built, where about twenty-five companies producing different products such as tractors,
buses, tracks, steel pipe, plastic, cement, batteries, tires, chemicals and electronics.
Also, about forty two companies in light industries were established including furniture,
construction materials, paper, textile, food and fish canning (Agnia, 1997).
During the 1990s, the manufacturing sector was reorganised and divided into six sub-
sections namely; electrical & engineering industries, food production industries, cement
industries, chemical industries and basic metallurgical industries. The Industry
Secretariat is responsible for supervising all the manufacturing companies which
employ about twenty nine percent of the Libyan workforce (Ejigu and Sherif, 1994).
Foreign labourers, to cover the required skills, were imported in large numbers to meet
man-powering demand for skilled labour. The majority of them came from
neighbouring countries like Egypt, Tunisia and Morocco, while qualified personnel
came from Eastern European countries, in that time, and India. Over the past few years,
the number of foreign labour in Libya has rapidly declined as a result of libayanisation
laws and decisions, and the graduation of skilful nationals who became able to run all
different economic activities. The adoption of the Libyanisation plan of the manpower
can only be successfully reached if Libyan supervisors are accelerated by the refining
processes of job-oriented programs in either special training institutions or on the job
training. However, the number of employees in the public sector organisations is
increasing because of the state employment policies and this may cause overstaffing in
104
the organisations (Ramadan, 2002).
In 2000, the Industry Secretariat was abolished and substituted GIC, which is affiliated
to the General Popular Committee. The GIC have been established to supervise the
manufacturing public sector organisations only (Intermediate and Heavy factories).
According to (GIC, 2002) some of its tasks are:
i. Improvement of Libyan product quality.
ii. Promotion of Libyan industrial exports.
iii. To encourage its organisations to participate in the establishment of standards
for domestic industries with the help of LNCSM.
The number of Libyan employees in the public sector organisations in the year 2001
was about forty thousand (GIC, 2002). The export values for the period of 1999 to
2002 are shown in table 4.1 according to the Production Department of GIC (2002)
annual report. Table 4.1 shows that the number of the total value of exported goods
from 1999 to 2002 was 97,061,535 million Libyan Dinar, which equaled $ 74,662,720
US Dollar. This number is very low compared to the capital paid to establish these
companies. For example, according to GIC (2002), the capital paid for Misurata steel
complex is 1,110,000,000 million Libyan Dinar. Also, this number indicates that there
is no ability of the majority of the Libyan Manufacturing Organisations to find a place
in the international market. All the exporting companies mentioned in the above table
except Abukamash and Misurata complexes dealt with small private retailers in Libya's
neighbouring countries (Tunisia & Egypt) in their export processes.
The characteristics of Libyan society mentioned before, management in practice clearly
reflects the society's values, norms and attitudes. Manufacturing public sector
organisations are highly centralised, regardless of organisational strategy or technology.
Managerial approaches to creativity and problem solving are influenced by tribal,
family and group perceptions. Teamwork and corporation between managers to achieve
organisational objectives does not always exist. Managerial approaches that do not
agree with acceptable values, norms and attitudes are considered as a threat to the
authority and stability of the organisation.
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Company Name Year 1999(Libyan Dinar)
Year 2000
(Libyan Dinar)
Year 2001
(Libyan Dinar)
Year 2002
(Libyan Dinar)
Abukamash
Complex for
Chemicals 19,727,000 2,851,535
Libyan Trucks and
Buses company 5000 6000
Plastic and foams 127,000
Steel pipes 6000 108,000 201,000 218,000
Almamoura for
Food Industries 877,000
Arabic Cement 50,000 491,000
Misurata Steel
Complex
72,394,000
Total 883,000 163,000 20,552,000 75,463,535
Table 4.1 The export values of Libyan manufacturing organisations for 1999-2002
(Source: Production Department Annual Report (2002)).
4.8-The role of Libyan National Centre for Standardisation & Metrology
In Libya the importance of quality and standardisation issues in general were realised as
early as in 1990, when the Libyan government has been establishment of the LNCSM as
a result from the General People's Congress law No. 5 for the year 1990 regarding
standardisation and metrology. Under the law number 5/1990, it is the responsibility of
the LNCSM to develop an effective quality program along with standardisation at the
national level. It should help, promote, encourage and support the Libyan organisations
to adopt quality programs (LNCSM, 1999).
The manufacturing public sector in Libya has not done so well in both quality and
standardisation dimensions. It has not been successful in mobilising resources and
efforts for the research and development of quality consciousness of product or services.
But now, it is the dire need of the hour to step forward to comply with the requirements
of ISO 9000 in order to compete in the international market by producing quality
product and services.
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4.9-Chapter summary
The previous sections in this chapter highlighted the political, economical, social and
cultural aspects of the Libyan society in which the case studies of this research have
evolved. From what was displayed in this chapter, the Libyan culture, which is part of
Arab culture, still encourages loyalty to family, clan, tribe and personal relationship.
These kind of social relations have a negative impact on implementing of ISO 9000
standards in the Libyan organisations through putting of minor focus on appointing of
general and middle managers' positions on qualification and experience. This affects
leadership skills in theses organisations. Also, this chapter identified that the Libyan
manufacturing organisations placed under some such as Libyanisation policy of
manpower by the Libyan state that affect on organisation's management to move freely
to take proper decisions. A section in this chapter has been written to define the role of
LNCSM as a governmental department which is supposed to have an impact on Libyan
manufacturing organisations in QMS implementation with respect to its establishment
laws. The investigation has been carried out in this chapter to lay a foundation for a
better discussion of the findings of this research. The next chapter will define the
detailed research methodology that was chosen to carry out this research.
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CHAPTER FIVE
RESEARCH METHODOLOGY
5.0-Introduction
Definitions of research methodology vary considerably, for example, Adam and Healy
(2000) state that methodology is the overall approach, and within that the individual
research methods and tools used to meet a given research objective. A clear and
unambiguous statement of the research objective is therefore necessary to enable the
selection of an appropriate research methodology and data collection techniques.
Zickmund (2000) also views methodology, as the procedures for collecting and
analysing needed information.
In this chapter the researcher describes and discusses the types of research paradigm,
research design, research approaches and research methods, then gives the reasons for
adopting them in this research. According to Yin (2003), the strategy of every research
project should be chosen as a function of the research situation. Each research strategy
has its own specific approach to collect data and analyse empirical data, also every
strategy has its own advantages and disadvantages.
5.1-Research processes
The researcher carried out the processes of this research in the next steps:
5.1.1-Identifying research need
The Libyan economy is based mainly on oil. From the 1990s, the Libyan state has
changed its economical policies and strategies to find out other incomes to support the
economy rather than oil. One of these is the public manufacturing sector that includes
the biggest, organisations, according to number of employees and capital paid, in the
public sector.
The organisations can share in the economy by exporting some of their products to the
global market, where there are many competitors with products of good quality
available. The Libyan organisations can find a place in this global market if they adopt
the QMS-ISO 9000. The rationale for this has been explained in more detail in chapter
1.1.
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5.1.2-Literature review
The researcher carried out the research literature review that looks at different areas of
quality Gurus' theories and philosophies, QA, QMS-ISO 9000 versions 1994 / 2000,
barriers affecting implementation of ISO 9000 standards in different countries around
the world, organisational culture and principles of change management. From the
literature review that has been explained in detail in chapter two, the researcher
established the aim, objectives, research questions and developed the conceptual
framework of this study which involves common types of barriers (figure 3.1).
5.1.2.1-Research questions
The research questions are the questions which identify the nature of the research
problem that needs to be focused on by the researcher. Research questions are
important in building theory for case studies. In phenomenological research, the
researcher is more likely to construct only one or two research questions (Collis and
Hussey, 2003). In the aim of this research which is "to identi.b) and analyse the barriers
that affect the implementation of a quality management system (QMS-ISO 9000) in
Libyan manufacturing public sector organisations"; the word identifying means
exploring while analyse means explanatory. Also, from table 5.3, the research
questions, used in the case study, were 'how' and 'why' questions. However, in this
research, why and how questions are to analyse the barriers that affect implementation
of ISO 9000 standards in LMPSOs and what questions to identify them. The important
questions of this research are:
1)-What are the barriers affecting the implementation of ISO 9000 standards in the
Libyan manufacturing public sector organisations?
2)-Why the barriers to implementing the standards happened?
3)-How do the barriers affect the implementation of the ISO 9000 standards in the
LMPSOs?
5.1.3-Selection of research philosophy
As was mentioned in chapter 1.3.2, Philosophers of science and methodologists have
been engaged in a long-standing epistemological debate about how best to conduct
research. This debate has centred on the relative value of two fundamentally different
and competing schools of thought or inquiry paradigms (Amaratunga et al, 2002).
These two philosophies are:
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i.	 Logical Positivism uses quantitative and experimental methods to test
hypothetical deductive generalisations.
Phenomenological (Interpretive) Science inquiry uses qualitative and naturalistic
approaches to inductively and holistically understand human experience in
context specific settings. This approach tries to understand and explain a
phenomenon, rather than search for external causes or fundamental laws
(Easterby-Smith, 1991).
Based on the strengths and weaknesses of the Positivism and Phenomenological
paradigms (as summarised in table 5.1) and the nature of this research, the
phenomenological paradigm was chosen as a philosophy. Also, it is an inductive
approach, because the researcher collects data and develops theory as a result of data
analysis. It is particularly concerned with the context in which such events are taking
place (Saunders et al., 2000).
Theme Strengths Weaknesses
Positivism
approach
(Quantitative data)
*They can provide wide coverage
of the range of situations.
*They can be fast and economical.
*Where statistics are aggregated
from large samples, they may be of
considerable relevance to policy
decisions.
•The methods used tend to be rather
inflexible and artificial.
•They are not very effective in
understanding processes or
the significance that people attach to
actions.
•They are not very helpful in
generating theories.
•Because they focus on what is, or
what has been recently, they make it
hard for policy makers to infer what
changes and actions should take
place in the future.
Phenomenological
approach
(Qualitative data)
'Data-gathering methods seen
more as natural than artificial,
*Ability to look at change
processes over time.
*Ability to understand people's
meaning.
*Ability to adjust to new issues and
ideas as they emerge.
*Contribute to theory generation.
•Data collection can be tedious and
require more resources.
•Analysis and interpretation of data
may more difficult.
*Harder to control the pace, progress
and end-points of research process.
*Policy makers may give low
credibility to results from qualitative
approach.
Table 5.1 Strengths and weaknesses of research paradigm (Source: Amaratunga
et al. (2002, p.20)).
5.1.4-Selection of research approach
There are two types of research approaches concerning data collection methods as was
pointed out in 1.3.3; qualitative research and quantitative research. Qualitative research
is a source of well-grounded rich descriptions and explanations of processes in
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identifiable local contexts (Amaratunga et al, 2002). Quantitative research is where the
researcher emphasises careful control and measurement by assigning numbers to
measurements (Hussey and Hussey, 1997).
Qualitative research focuses on words rather than numbers. Furthermore, qualitative
research can be attuned to change, sequences of events and behaviours and the
transformation of culture (Dayman and Holloway, 2002). From the above discussion,
the researcher will select the qualitative approach that is very powerful for giving
insights, results and for assisting in making influences and in drawing conclusions.
The key features of the qualitative and quantitative research are listed in table 5.2.
Moreover, Miles and Huberman (1994) cited that qualitative research is essentially an
investigation process. Based on those features, and that the research is inductive, a
qualitative approach was chosen. Marshall and Rossman (1999, p.33) argued that
"qualitative met hodologists have described three major purposes for research: to
explore, explain, or describe the phenomenon of interest". The two authors stated that
the purpose of exploratory study is to:
i. Investigate phenomena.
ii. Identify or discover important categories of meaning.
iii. Generate further research.
And
Purpose of explanatory study is to:
i. Explain the patterns related to the phenomenon in questions.
ii. Identify plausible relationships shaping the phenomenon.
Then this research is an exploratory and explanatory study.
Qualitative Quantitative
Uses small samples Uses large samples
Concerned with generating theories Concerned with hypothesis testing
Data is rich and subjective Data is highly specific and precise
The location is natural The location is artificial
Reliability is low Reliability is high
Validity is high Validity is low
Generalise from one setting to another Generalise from sample to population
Table 5.2 Key features of qualitative and quantitative research (Source: Hussey
and Hussey (1997, p.54)).
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5.1.4.1-Justification of qualitative approach selection
One major feature of qualitative data is that they focus on naturally occurring, ordinary
events in natural settings, so it gives a real life view. Their richness and holism, with
strong potential for revealing complexity are other features of qualitative data.
Furthermore, the fact that such qualitative data are typically collected over a sustained
period makes it powerful for studying any process. Qualitative data, with their
emphasis on people's 'lived experience' are fundamentally well suited for locating the
meanings people place on the events, processes and structures of their perceptions and
assumptions (Amarantuge et al, 2002).
"Qualitative methods are therefore more suitable when the objectives of the study
demand in-depth insight into a phenomenon" (Ghauri et al, 1995, p.86). The nature of
reality is defined by the interaction of the researcher with the phenomenon under study.
Under this type of research, researchers should take advantage rather than avoid,
applying their own perceptions and assumptions to the research study (Strauss and
Corbin, 1990). The strengths of such a qualitative approach lie mainly in their success
to ascertain deeper underlying meanings and explanation of the phenomenon. From the
above discussion, the qualitative approach was chosen for this research.
5.1.5-Selection of research design
It is a model of proof that allows the researcher to draw inferences concerning causal
relations among the variables under investigation. An important aspect of ensuring that
the project was robust with respect to academic rigour was having a clear and
unambiguous research design (Dwyer, 2002). Yin (2003) states five different types of
research design as were identified in chapter one. They are experiment, survey,
archival, history and case study. The relevant situations for different research designs
are summarised in table 5.3.
5.1.5.1-Justifying the selection of case study design
The case study was the primary research methodology used in this research, in order to
gain the depth of understanding of the information necessary to identify and investigate
the barriers retarding the Libyan manufacturing organisations to implement QMS-ISO
9000. Furthermore, as indicated in section 5.1.4 that this research is an exploratory and
explanatory study and according to Yin (2003) who cited that type of research questions
are an important factor in determining the design of each research, however case study
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research design was adopted in this study. The development of case study design needs
to maximise four conditions related to design quality; construct validity, internal
validity, external validity and reliability (Yin, 2003, p. 19).
Strategy Form of researchquestion
, ,	 ,	 t..,0	 ,,-,	 ,	 tr,
Requires control over
behavioural events
, , -
Focuses on
contemporary
events
Experiment How, why Yes Yes
Who what where
how many, how much No Yes
Archival
analysis
Who, what, where,
how	 many, how
much
No Yes/No
History How, why No No
Case study How, why No Yes
Table 5.3 Relevant Situations for different Research Designs (Source: Yin (2003,
p.5)).
Yin (1994, p.13) defines the case study as "An empirical inquiry that investigates a
contemporary phenomenon within its real-life context, especially when the boundaries
between phenomenon are not clearly evident". In addition, Yin (2003, p.12) quoted
Schramm (1971) who states that "the case study tries to illuminate a decision or set of
decisions: why they were taken, how they were implemented and with what results".
This allows the researcher to determine not only what happened but also why it
happened. Case study is used if the researcher wishes to gain a rich understanding of
the context, it is a worthwhile way of exploring existing theory (Saunders et al., 2000).
Bell (1993) states that the case study method is particularly appropriate for individual
researchers, because it gives the opportunity for one aspect of a problem to be studied in
depth within a limited time scale. The great strength of the case study method is that it
allows the researcher to concentrate on a specific instance or situation and to identify, or
attempt to identify, the various interactive processes at work. Eisenhrdt (1989)
suggested that case studies are required to study quality management issues, which may
be contextually defined, or situation dependent. This supports selection of the case
study method by the researcher in this thesis.
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The intangible nature of the research elements such as culture change, resistance to
change and improvement in some of the organisations made the case study being
deemed necessary by the researcher (Bamber, 2002). In similarity, Yeung and Cheng
(2004) indicated that the case study research method is the proper method to study the
ISO 9000 standards implementation in its natural setting. It allows the much more
meaningful questions of 'why' and 'how' to be answered with full understanding of the
nature and complexity of the phenomenon. The survey method is not appropriate
method to study ISO 9000 implementation issues.
Blau et al., (1996) draw attention to some problems in the case study, namely the fact
that generalisation is not usually possible and they question the value of the single
events. But Bryman (1995) states that the generalisability of the research may be
enhanced when using a second case study or a multiple case study approach to research.
A further contention surrounding the case study methodology involves the selection of
either a single case study or multiple case studies and numerous levels of analysis
(Eisenhardt, 1989).
Multiple case studies looking at several sites aim to reach more generalisable
conclusions than those provided in a single case. Although the number of variables
changes from case to case; clusters of issue dimensions built into recognisable themes,
which in turn provide insights, which reinforce and challenge current thinking and
managerial action or preferences. Multiple cases increase external validity and help
guard against observer biases (Leavy, 1994).
5.1.5.2-Justification of selecting number and type of case studies
The research was designed to conduct two case studies regarding ISO 9000 certification
in LMPSOs as discussed in section 1.3.4. There are only two types of public
manufacturing organisations regarding the certification in Libya, categorised as follows:
i. ISO 9000 organisations (they have got the certification).
ii. Non-ISO 9000 organisations (they have not started seeking the certification).
The researcher decided to use one case study from each type (company A and company
B respectively), to do an in-depth investigation and analysis of barriers facing the QMS
implementation in the Libyan situation. It is a difficult to collect in-depth information
in more cases from each category. To understand more about the impact of the Libyan
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authorities on ISO 9001:2000 standard's implementation, the researcher decided to
interview management members of the LNCSM. The multiple case studies have been
chosen to provide a comprehensive understanding of the various issues in the
organisations relating to the QMS. The multiple case studies provide rich data and the
generalisability of the research may be enhanced. Comparisons allow the special
features of cases to be identified much more readily (Bryman, 1998). Furthermore,
because there is not enough time for the researcher to study all public-manufacturing
organisations as case studies (Doctoral Philosophy time). However, it is a cross-
sectional study that will be conducted over a short period of time constrained (academic
course) (Saunders et al., 2000). The selection of ISO 9000 and non-ISO 9000 certified
companies was supported by Yahya and Goh (2001) who cited that Calingo et al.
(1995) studied and mentioned some barriers faced by ISO 9000 and non-ISO 9000
certified organisations in implementing ISO 9000 standards in their study.
5.1.6-Selection of data collection methods
5.1.6.1-Validity and reliability of data collection methods
In research methodology literature, the qualitative research needs to be evaluated
through its validity and reliability. The term validity is considered as internal or
external validity. Amaratunga et al. (2002, p.29) pointed out that internal validity
"refers to what or not what are identified as the causes actually produce what has been
interpreted as the 'effect' or 'response' and checks whether the right cause-and-effect
relationships have been established". While external validity "refers to the extent to
which any research findings can be generalised beyond the immediate research sample
or setting in which the research took place". However, reliability as Yin (1994)
outlined is the extent to which a test or procedure produces similar results under
constant conditions on all occasions. From the definitions of internal validity and
reliability, Amaratunga et al. (2002) highlighted that reliability deals with the data
collection process to ensure consistency of results. But internal validity focuses more
on the way such results support conclusions. The goal of reliability is to minimise the
errors and biases in research. Also, relating to the case study designs adopted by the
researcher in this research, four tests were recommended by Yin (2003, p.34) to judge
the quality of research design. They are:
o Construct validity, establishing correct operational measures for the concepts
being studied.
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o Internal validity, establishing a causal relationship, whereby certain conditions
are shown to lead to other conditions.
o External validity, establishing the domain to which a study's findings can be
generalised.
o Reliability, demonstrating that the operations of a study such as the data
collection procedures can be repeated, with the same results.
Table 5.4 was quoted from Yin (2003, p.34) who showed four widely used tests and the
recommended tactics in different stages of case study research.
Tests Case study tactics Phase of research in
which tactic occurs
Construct validity -use of multiple sources of
evidence.
-establish chain of evidence.
-have key informants review
draft case study report.
-data collection.
-data collection.
-composition.
Internal validity -do pattern-matching.
-do explanation-building.
-address rival explanations.
-use logic models.
-data analysis.
-data analysis.
-data analysis.
-data analysis.
External validity -use theory in single case studies.
-use replication logic in multiple-
case studies.
-research design.
-research design.
Reliability -use case study protocol.
-develop case study database.
-data collection.
-data collection.
Table 5.4 Case study tactics for four design tests (Source, Yin (2003, p34)).
5.1.6.2-Data collection instruments
To satisfy the requirements for the research's validity and to enhance reliability, the
researcher used multiple sources of evidence when collecting data (triangulation
method). Yin (2003) states that the researcher can use six sources of evidence (table
5.5); interviews, documents, direct observation, archival records, participant observation
and physical artefacts. Table 5.5 contains six sources of evidence and their strengths
and weakness. The multiple sources of evidence give multiple measures of the same
phenomenon (Yin, 2003). Also, "The various sources are highly complementary and a
good case study will therefore want to use as many sources as possible" (Yin, 2003,
p.85).
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4	 f	
,
Source of evidence ,..	 ,,, Strengths'	 , A Weakness
Documentation
-Stable-can be reviewed repeatedly.
-Unobtrusive-not created as a result
of the case study.
-Exact-contains exact names,
references and details of an event.
-Broad coverage-long span of time,
many events and many settings.
-Retrievability-can be low.
-biased selectivity, if collection
is incomplete.
-Reporting bias-reflects
(unknown) bias of author.
-Access-may be deliberately
blocked.
Archival records
-(same of above for documentation).
-precise and quantitative.
-(same of above for
documentation).
-accessibility due to privacy
reasons.
Interviews
-Targeted-focuses	 directly on case
study topic.
-Insightful-provides perceived causal
inferences.
-bias due to poorly constructed
questions.
-response bias.
-Inaccuracies-interviewee gives
what interviewer wants to hear.
Direct observation
-Reality-covers events in real time.
-Contextual-covers context of event.
-time-consuming.
-Selectivity-unless broad
coverage.
-Reflexivity-event may proceed
differently because it is being
observed.
-Cost-hours needed by human
observers.
Participant-
observation
-(same of above for direct
observation).
-insightful into interpersonal
behaviour and motives,
-(same of above for direct
observation).
-bias due to investigator's
manipulation of events.
Physical artefacts
-insightful into cultural features.
-insightful into technical operations.
-selectivity.
-availability.
Table 5.5 Six sources of evidence: strengths and weakness, source Yin (2003, p.86).
In this research, the field study was conducted in Libya, using a qualitative data
approach which represents respondents' interviews and analysis of documents. The
researcher aimed to achieve the triangulation of data and therefore reduce the case study
bias. The research unit was determined as being LMPS0s.
5.1.6.2.1-Justification of using interview technique
Marshall and Rossman (1999, p.108) defined interview as "a useful way to get large
amounts of data quickly". Saunders et al. (2000) said the use of interviews can help to
gather valid and reliable data that are relevant to research objectives. Semi-structured
and in-depth interviews are used in qualitative research not only to reveal and
understand the 'what' and 'how' but also to place more emphasis on explaining the
'why'. Similar to Saunders et al. (2000), Amarantunga et al. (2002) quoted King
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(1994) that the interview was most widely used in the qualitative approach. A highly
flexible method, it can be used almost anywhere and is capable of producing data of
great depth. These views are supported by Jankowicz (2000) who notes that the semi-
structured interview is a powerful data collection technique when used within the
context of a case study research method. A Semi-structured interview can allow for the
flexibility that may be required because the researcher cannot ask the same questions
exactly at each interview. Also, semi-structured interviews can be most appropriate for
situations where the questions are either complex or open ended or where the order and
logic of questioning may need to be varied from one to another interviewee (Saunders et
al., 2000). In similarity, Marshall and Rossman (1999) stated that in depth interviews
can help the researcher to understand the meanings that people hold for their activities.
Mason (2000) cited that the semi structured interview has three characteristics:
i. A relatively informal discussion rather than formal question and answer format.
ii. No need for the researcher to have a structured list of questions, the researcher
could have a range of topics, themes or issues to cover.
iii. The data are generated via the interaction.
Sekaran (2000) pointed out that in the semi-structured interview the researcher can
clarify doubts and ensure that the respondents understood the questions and the
responses are also understood by the interviewer.
From the above discussion semi-structured interviews were chosen as a main source of
data collection in this research. However, to obtain a general perspective on bathers in
implementing QMS, the top management and middle management of various
directorates in the two case studies were interviewed. Opinions and views of
supervisors who were assigned with specific important roles, with regard to QMS, were
also interviewed. Open-ended questioning was used as a means to relax the
interviewees and provide them with the opportunity to explain in more detail and their
own words, in the hope of extracting more useful data. It ensures that the researcher
was not imposing any bias on the interview. By interviewing the mentioned three
levels, the researcher interviewed the person who was the one most likely to be aware of
all aspects of the certification process.
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Before the interview started, the researcher did an explanation of the purpose of the
study. Cooperation from the respondents is required to make the interviewee more
relaxed and more comfortable to give his sincere answers.
5.1.6.3-Generation of interview and questionnaire questions
The interview questions were developed with the help of questionnaire responses
according to the goal of the submission of the questionnaire before conducting
interviews. The using of conceptual frame elements in developing questions to ensure
that the four types of barriers related to implementation of ISO standards are covered.
These questions were developed to collect the data according to the aim, objectives and
research questions of this research. A 4-point Likert scale plus additional not applicable
was used for respondents to rate their opinion in the questionnaire. The respondents
indicating their opinions as 1 for strongly agree, 2 for agree, 3 for disagree, 4 for
strongly disagree and additionally 5 for 'not applicable' (appendix number 2). This
scale was used to make the responses more reliable and avoid respondents providing
answers that would not reflect which direction, either positive or negative. Jocoby and
Mattel (1971) mentioned that a 3-points likert scale is sufficient to meet the criteria of
test-retest reliability. Smaller scales place less burdens on the respondents. The
questionnaire was submitted to the managers (middle managers and quality manager)
and supervisors before conducting the in-depth semi-structured interviews for the
purposes mentioned above.
The semi-structured interviews questions (appendices 3 to 8) were generated from the
conceptual framework and other issues emerged from the literature review regarding
ISO 9000 standards implementation and from the important factors associated to the
different elements of the theoretical framework to identify all types of barriers, reasons
to get the certification and benefits after registration, to cover all types of barriers. The
different types of questions represent different approaches to making implicit
knowledge explicit (Flick, 2002). The interviews and questionnaire questions were also
designed with regard to the aim and objectives of this research.
The links between interview questions, questionnaire questions and the conceptual
framework elements are indicated in table 5.6.
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5.1.7-Conducting pilot studies
The aim of the pilot case study is to give the researcher an idea about the problems,
which may appear with the interview or questionnaire questions. For example,
misunderstanding of questions from respondents, repeating of questions and the length
of questions. That will make the researcher remedy the problems before the questions
are used with the selected real case studies. Also, the conducting of the pilot study is to
get bullet points about the implementation of QMS-ISO 9000 situations in Libyan
manufacturing organisations. The interviews and questionnaire questions were finalised
for use in the two main case studies. By pilot studies carried out by the researcher in
this research, the validity and reliability of data collected were increased.
The researcher conducted three pilot studies to develop a more valid and reliable
instrument. The first pilot study was conducted with some staff in OLC (Europe) Ltd, a
company in UK, who have expertise in ISO 9000 standards implementation and training
programs. That is to check if the questions are appropriate from an ISO 9000 standards
implementation perspective; the questionnaire was submitted to OLC company staff to
fill it as expert people in this research field. According to their responses and
comments, some inputs were made to revise the questionnaire as below:
i. The general overview of the respondents about the content of barriers'
statements and questions in the questionnaire is very positive and they are very
comprehensive.
ii. Some of the questions in the questionnaire have been found unsuitable to ask.
For example, no need to ask questions about cost of the certification as most
employees would not know about costs.
iii. Some statements and questions were divided into two statements as 'lack of
understanding of the purposes and benefits of the certification'.
iv. Some questions were added to the questionnaire.
v. Some statements and questions in the questionnaire were reworded to be clearer
to the respondents.
The second pilot study had been conducted mainly to revise and strengthen the
translation of the questionnaire and interviews questions from English to Arabic
language before the main case studies were started. Two Arabic postgraduate students,
studying in UK universities were selected to revise the questions' translation. Both
126
researchers have a good understanding of English language and are doing research in
subjects related to QMS.
Managers and staff of three Libyan manufacturing organisations in the public sector
were used as a third pilot study to pilot the interview and questionnaire questions likely
to identify problems with questions posed in the semi-structured interviews and
questionnaire. Additionally, the researcher measured the time taken to answer all the
interview questions and questionnaire parts. The time to answer interview questions
was 30 to 45 minuets and twenty to thirty minutes for the questionnaire. Two of these
three organisations are certified companies with ISO 9001:2000 certification. The third
company is not thinking yet to get the certification. Their responses were considered
when revising the questions in both the interview and questionnaire.
5.1.8-Conduct real case studies
5.1.8.1-Conducting of interviews
Yin (2003) states that interviews are one of the most important sources of information
in case studies. The interviews were a semi-structured technique as explained in section
5.1.6.2.1. They included open ended questions. Questions which were used to relax the
respondents and to get in-depth understanding of the barriers that affecting the
implementation of the ISO 9000 standards. Those questions of the interviews for each
of the three management levels were developed from the literature review, represented
in the conceptual framework in chapter three. The use of semi-structured interviews
helped to gather valid data.
Before the researcher started conducting the interviews with the three levels of
management in the two case studies, the questionnaire was submitted to the quality
manager, middle managers and supervisors in both case study companies, to know the
extent of their views on what kind of barriers the company faced in implementing the
ISO 9001:2000 standard. Also, to benefit from responses of open ended questions, at
the end of the questionnaire, questions were developed for the interview. These
questions covered all the barriers that they had mentioned. Based on a review of ISO
9000 standards literature and the results of the pilot studies fifty seven potential barriers
to QMS-ISO 9000 were identified in the questionnaire. The respondents were requested
to respond how true each of these statements by using a four point scale (1=strongly
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agree, 2=agree, 3=disagree and 4=strongly disagree). Theses statements worded both
positively and negatively to safeguard against response bias in a specific direction.
From the three management levels, the researcher can gain in-depth understanding and
build a deep view of the types of barriers in the two case studies, and the construct
validity has been provided by them. The content validity of interviews and
questionnaire questions was achieved through review that was carried out by the
researcher's supervisor firstly, secondly the Arabic version of those questions were
submitted to two postgraduate Arabic students for revising and strengthening the Arabic
translation and finally piloted in the three certified and noncertified companies of the
Libyan Manufacturing Public Sector (as discussed in section 5.1.7). From the outcomes
of that pilot study, the researcher revised the questions and submitted the questionnaire
to a UK small firm (OLC) company's staff as expert people in this field to increase the
validity of the questionnaire.
Using top management, middle management and supervisors in every case study was a
strategy used by the researcher to collect different views about different types of
barriers and to analyse, in-depth, those barriers. The researcher decided not to involve
the employees in the two case studies because the majority of them are lowly educated
and some of them are illiterate. They will not added value to the research. All the top
management and middle management of the two case studies and supervisors in case
study B were interviewed. But with regard to the high number of supervisors in case
study A and many of them were not involved in the awareness program related to the
ISO 9000 standards. Also, to make the interviews valuable and meaningful, the
researcher decided to interview only those who attended that program (twenty seven
supervisors).
The difference in interview questions between three levels of management in the two
case studies was affected by; there are some technical issues that can be only answered
by middle managers and supervisors, rather than top management, because they are
dealing with these issues daily and build up a knowledge and became professional in
them. Also, the presence of some specific questions needed to be asked for one or two
levels only, for example most of the questions related to company's strategy were asked
to top management members only. The questions about cost of the certification and
why the certified company used foreign consultancy and third party certification were
only asked to top management of that company as they were the ones who made those
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decisions. Also, the difference of the two case studies' situation related to ISO 9000
standards implementation (one applied the system and the other one not yet applied it)
made the researcher ask some different questions to the similar management levels in
both companies. For example, the question regarding reasons that company A was
seeking ISO 9000 certification was asked differently to company B 'why the company
had not started yet to seek ISO 9000 certification) because company A have got the
certification but company B have not got it. By interviewing three different levels of
management in the two case studies, different perspectives became available to the
researcher.
The researcher explained any terms that the respondents had a misunderstanding about,
to ensure the consistency of respondents. Every interview took between 30 to 60
minutes, to answer all the questions, by the respondents. This difference in interview
time was caused by the presence of three different sets of interview questions for the
management levels. Every level has special questions in both case study organisations.
To increase the validity and reliability of the respondents' responses, triangulation of
the data was carried out by involving three levels of case studies' management.
Additionally, the researcher interviewed the management of LNCSM (seven members)
as a governmental department to understand more in-depth the impact of the Libyan
government.
The subjects of this research are two manufacturing public organisations in Libya as
below. For the confidentiality, the two case study companies were identified as
company A and company B. Every case study should serve a specific purpose within
the overall scope of inquiry (Yin, 2003). After the researcher identified the two case
studies, an investigation of the QMS-ISO 9000 implementation took place by using
questions generated from the literature review. In this stage, the researcher used all the
research techniques that have been selected to collect data such as interviews with
different levels of the organisation; top management, middle management and
supervisors, and archival documents.
As the two case studies belong to the Libyan public sector and the organisational
structure of all Libyan public sector organisations should be approved by a
governmental department called 'Workforce and training department', the levels of the
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management in the two case studies are the same. Every organisational structure of
every case study contains top management level (general director, quality manager and
general managers of different directorates). Middle management level contains
managers of different departments in different directorates. The difference in number
of interviewed of top management members of the two case studies (company A =6 and
company B=4) was a result of the number of general managers that were connected
with the size of the company. This applies to the difference in the number of
interviewed middle management and supervision members as well where the number of
interviewed middle managers in company A was 16 and company B was 10.
•Company A
It was chosen because it got the certification according to ISO 9001:2000. This means
it established a QMS according to the new standard. Company A management consists
of top management, middle managers and supervisors. All the top and middle managers
of the departments were interviewed. But only trained and educated supervisors were
interviewed and surveyed, who they have been working in or closest areas to production
lines and quality department. Those kinds of supervisors know more about production
processes, product traceability, calibration process, use of statistical techniques and
preventive and corrective actions of nonconforming product, which form most of
interview and questionnaire questions. By not interviewing all of them would enhance
the anonymity of the ones cooperating in this research (Hamali, 1999). To identify
respondents, each respondent was allocated a code number as ATM1, ATM2 for top
management, AQM for quality manager, AMM1, AMM2 for middle management and
ASM1, ASM2 for supervisors.
Table 5.7, shows the number and type of people in each level that were interviewed and
given the questionnaire in company A.
Data collection
methods Top management Middle Managers Supervisors
Interview 6 16 27
Questionnaire 1 (quality manager) 16 27
Table 5.7 The number and type of people in each level was interviewed and given
the questionnaire in company A.
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°Company B
It was chosen because it was one of the non-ISO 9000 manufacturing companies. This
means, it is not starting to establish a QMS according to ISO 9001:2000 standard.
Company B management consists of top management, middle managers and
supervisors.
In this case, all the top management, middle managers of the departments and
supervisors were interviewed because no big number of supervisors present. To
identify of respondents, each respondent was allocated a code number as BTM1, BTM2
for top management, BQM for quality manager, BMM1, BMM2 for middle
management and BSM1, BSM2 for supervisors. Table 5.8, shows the number and type
of people in each level was interviewed and given the questionnaire in company B.
Data collection
Methods
Top management Middle
Managers
Supervisors
Interview 4 10 18
Questionnaire 1 (quality manager) 10 18
Table 5.8 The number and type of people in each level was interviewed and given
the questionnaire in company B.
5.1.8.2-Documents investigation
To get reliable data, the researcher also used documentary evidence as an additional
source to overcome the low reliability of the data from the interviews. Yin (2003, p.87)
stated that "the most important use of documents in case study research is to
corroborate and augment evidence from other sources". They can provide other
specific details to corroborate information from other sources. The conducting of the
interviews on the two case study sites helped the researcher to access appropriate
documents related to the research.
The researcher in the two case studies reviewed the following documents:
In case study A,
i. Minutes of meetings related to quality.
ii. Management review results.
iii. Reports of internal auditing results.
iv. Quality documents and records.
131
v. Quality manual involving the company's quality policy and objectives.
vi. Company's organisational structure and job description documents.
vii. Sample of training files and training cards.
viii. Papers published by quality manager in symposium.
ix. Company's letters.
x. Production reports.
The documents and records related to quality, internal audits reports and management
review has been reviewed in detail in case study A. However, the research carried out
involved an investigation of documentary evidence relating to the area of QMS-ISO
9000 implementation.
While in case study B,
i. Quality documents and reports.
ii. Meeting minutes related to quality.
iii. Company's letters.
iv. Company's organisational structure and job description documents.
v. Production reports.
vi. Sample of staff training files.
5.1.9-Data analysis
Amaratunga et al. (2002) highlighted that different types of analysing research evidence
involving of examining, categorising, tabulating or otherwise recombining the evidence
address the initial propositions of a study. Yin (2003, p. 111) went on to say "analysing
of case study research evidence is specially difficult because the strategies and
techniques have not been well defined". Furthermore, there are some authors in the
research methodology literature that have given some techniques to solve this problem.
The researcher adopted the procedures in analysing the data collected mentioned by Yin
(2003), and Collis and Hussey (2003). Yin (2003, p.111) quoted Miles and Huberman
(1994) who gave a technique how to analyse qualitative data that was adopted by the
researcher to analyse the data collected in this research as below:
• Putting information into different arrays.
• Making a matrix of categories and placing the evidence within each
category.
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• Creating data displays-flowcharts and other graphics- for examining the
data.
•:. Tabulating the frequency of different events.
• Examining the complexity of such tabulations and their relationships by
calculating second-order numbers such as means and variances.
• Putting information in chronological order or using some other temporal
scheme.
Similar to Yin, Collis and Hussey (2003) quoted Miles and Huberman (1994) a general
analytical procedure for dealing with qualitative data which can be managed and
controlled as below:
• Convert any rough field notes the researcher have made into some form of
written record. The researcher should distinguish his interpretations and
speculation from factual field notes.
• Ensure that any material has been collected from interviews and documents or
any other instrument is properly referenced. The reference should indicate who
was involved, the date and time, the context, the circumstances leading to the
data collection and the possible implication of the research.
• Start coding the data as early as possible. This will involve allocating a specific
code to each variable, concept or theme that the research wishes to identi.6).
The code allows the researcher to store the data, retrieve it and reorganise it in
a variety of ways.
• When data is coded, the researcher can start grouping the codes into smaller
categories according to patterns or themes which emerge. The researcher can
use the conceptual framework to group them.
• At various stages write summaries of findings at that point.
• Use summaries to construct generalisations with which can confront existing
theories or use to construct a new theory.
• Continue the process until you are satisfied that the generalisations arising from
the data are sufficiently robust to stand the analysis of existing theories or the
construction of the new theory.
The responses from the interviews of the two case studies were analysed and then
categorised into different groupings according to conceptual framework elements of this
research. The data were coded and converted into tables and other formats. The data
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analysis type carried out in this research was explanatory and exploratory in nature as
the research is inductive research (see section 5.1.4).
Mixed data collection methods were used in this research and to interpret the data, the
researcher followed these steps that recommended by Amaratunga et al. (2002, p.28):
• Look for patterns of agreement-across data sources, by mediating
variables, with literature, with experience.
• Look for contradictions-across data sources, by mediating variables,
with literature, with experience.
• Try to resolve contradictions-through alternative plausible explanations
for a finding, by re-examining the data.
• Identifi) the most important findings- rank and organize them.
• Present the findings simply through charts and tables.
From the above discussions, the research methodology can be summarised in figure 5.1.
5.2-Chapter summary
In this chapter, the researcher selected and justified the research philosophy, research
approach, research design and data collection methods used in this research. Two case
study companies were chosen by the researcher for investigation. A semi-structured
interview technique was chosen as the main tool to collect the data. Company's
documents were used as well. To enhance the validity and reliability of the responses,
the data collected was triangulated by seeking responses from three groups of
respondents in each case study. In the next chapter, the researcher will present the
derived findings from the in-depth interviews with the three levels of management in
the two case studies and LNCSM management members, responses to the questionnaire
and reviews of the companies' documents. The findings that relate to the aim and four
objectives of this research.
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Philosophy
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IPhenomenology
Inductive
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Case Studies
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Fig.5.1. Research methodology (Adapted from Saunders et al. (2000)).
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CHAPTER SIX
RESEARCH FINDINGS
6.0-Introduction
The main source of data for the two case studies in this research was obtained from the
interviews conducted with all the targeted respondents as mentioned in chapter five.
Before the semi-structured interviews were conducted, the questionnaire was submitted
to the targeted respondents to provide their opinions regarding the barriers affecting ISO
9000 standards implementation in the two LMPS0s. Selected statements, derived from
the literature review of this research, were involved in the questionnaire. Documents
such as minutes of meetings, auditing reports, quality reports and management reviews
were also used to support the interview responses.
The findings from the case studies will be presented in relation to the aims and
objectives as set out in chapter one of this research. Appendices number 3 to 8 show
the list of questions of the interviews and appendix 2 shows the questionnaire questions,
used for different organisational levels in every case study. Also, the researcher
conducted some semi-structured interviews with the LNCSM (appendix 9), which is a
governmental department, that has the responsibility to issue the QMS-ISO 9000
standards and to promote Libyan organisations to adopt this system and to be certified.
These interviews were held to determine the policy of the Libyan government on QMS
education, training, existing practice and the kind of support to these issues. In this
chapter, the researcher displays only the research findings and accordingly the in-depth
discussion and implications will be in chapter seven.
6.1-The case studies
In the two case studies of the LMPS0s, the researcher is going to identify and analyse
the QMS problems that these organisations are encountering related to aspects of
Libyan politics plus, the analysis will be related to barriers inside the organisations such
as organisational and cultural barriers.
The researcher chose to interview the people primarily responsible for quality in the
organisations, because of the likelihood of being aware of all aspects of the certification
process. The three levels interviewed in every case study were as follows:
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i. Top management that includes general director, quality manager and general
managers.
ii. Middle management.
iii. Supervisors.
But the questionnaire was submitted in every case study to:
i. Managers that include quality manager from top management and middle
managers.
ii. Supervisors.
The interview questions were designed to collect in-depth information on the following
areas:
i. The awareness and understanding of ISO 9001:2000 standard's requirements
and quality issues.
ii. The reasons and benefits for the implementation of ISO 9001:2000 standard.
iii. Barriers encountered to implement ISO 9001:2000 standard.
iv. Barriers to maintain the certification.
v. Methods to overcome the barriers.
To ensure that a range of opinions on selected statements of barriers was gathered, the
questionnaire was distributed to different levels of staff (Quality manager, Middle
management and supervisors) in the two case studies. In the questionnaire a likert scale
was adopted from Bryde and Slocock (1998) indicating their opinions as 1 for strongly
agree, 2 for agree, 3 for disagree, 4 for strongly disagree and additionally 5 for not
applicable. The researcher used modal value (the highest frequented response) to
represent the respondents' opinion on every barrier statement in the different levels of
respondents (see appendices number 10-25).
6.1.1-Company A findings
The company started implementing ISO 9001:2000 standard's requirements in the
middle of the year 2000. It was certified with the certification in the middle of January
2002 that means the company took one and half years to get the certification. In the
ISO 9001:2000 standard implementation process, the organisation established four
teams as below:
i. Documentation teamwork.
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ii. Safety teamwork.
iii. Work's environment teamwork.
iv. Identifying operation and maintenance manuals teamwork.
After the certification, the QA department has become the ISO committee team. The
team met weekly to tackle QMS implementation with the help of a quality
representative. Any problem was raised, to report to the management review board, and
was followed up by the application of corrective actions.
6.1.1.1-Questionnaire results
As mentioned in chapter five, the questionnaire findings were used to inform the
interview questions in this research, that was why it was analysed first and the
questionnaire findings will be displayed first.
•Reasons for seeking ISO 9000 certification
A valuable question in the questionnaire was asked whether the organisation was
imposed to implement the QMS-ISO 9000 or it was as a desire. Accordingly, this
question would ascertain the main driver, or reason, for the company implementing ISO
9001:2000 standard. All the managers' (quality manager and middle management) and
supervisors' answers were that it was an organisation's desire.
•ISO 9000 standards knowledge of company staff
A question about availability of knowledgeable and capable people in the organisation
who have the ability to implement the ISO 9001:2000 standard was asked in the
questionnaire. The respondents provided their opinions on three statements as shown in
table 6.1 which shows the majority of respondents believe the company has adequately
capable staff for implementing the ISO 9001:2000 standard.
Statement Number of managers' responses Number of supervisors '
responses
Yes 12 13
Plan to train and
educate 5 11
No 0 3
Table 6.1 Number of respondents from managers and supervisors regarding
knowledgeable and capable people to implement QMS-ISO 9000.
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•Top management support and involvement
Another question about top management support to management to implement the
QMS was asked to the managers (quality manager and middle managers) and
supervisors in the questionnaire by providing their opinions on four statements
'always', 'sometimes', 'seldom' and 'not at all'. The responses of managers and
supervisors are shown in table 6.2, which shows no respondents answered either
'seldom' or 'not at all'. The implication of these findings will be discussed in chapter
seven.
Statement Number of manager respondents sorNumber of supervi
respondents
Always 10 14
Sometimes 7 13
Seldom 0 0
Not at all 0 0
Table 6.2 Managers and supervisors responses in the questionnaire on top
management support.
•Barriers faced by the company in ISO 9000 standards implementation
The managers (quality manager from top management and middle managers) and
supervisors were asked to rank their opinions on a series of statements in the
questionnaire related to barriers of QMS implementation (derived from literature
review) as discussed in the introduction of this chapter. Their opinions on each
statement were ranked on the scale of 1 for strongly agree, 2 for agree, 3 for disagree, 4
for strongly disagree and finally NA for not applicable. The number of statements is
fifty seven. The researcher presents every level opinion regarding every barriers'
category of the four categories mentioned in the conceptual framework of this study, in
a separate table. These categories are; external, organisational, organisational culture
and technical barriers. Appendices from 10 to 17 show the respondents' opinions of
managers (quality manager and middle managers) and supervisors on the four groups of
barriers.
A comparative analysis on the result of the responses of the managers and supervisors
on the selected statements can create a debate on barriers of QMS-ISO 9000
implementation. Also, to determine which barriers they collectively agree on.
Likewise, the analysis of the responses of the managers (quality manager and middle
managers) and supervisors on external barriers are presented in table 6.3. In this table
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eight statements are collected together as shown to form the category of the responses
that are related to External Barriers to implementing QMS-ISO 9001.
Statements
Managers'
Responses
Supervisors'
Responses
Comparison
There is a lack of local consultants properly qualified in a
certain sector
disagree disagree similar
High cost of certification (registration, consultation fees) disagree agree different
No outside pressure to make the organisation implement the
standards
strongly agree agree similar
No government financial support to the organisation to
implement this system
agree agree similar
There is a shortage of providing necessary studies from
governmental department to help the organisation in
seeking the certification
strongly agree agree similar
Present of featherbedding system (overstaff employment) in
the organisation
agree strongly agree similar
The relationships between government departments and the
organisation is very weak
disagree strongly agree different
The organisation is facing imposed tariffs and trade barriers
to export its products
strongly agree strongly agree similar
Table 6.3 Comparison of company's managers and supervisors' opinions on
External Barriers statements.
The comparative analysis of the responses of the managers (quality manager and middle
managers) and supervisors on Organisational Barriers are presented in table 6.4. This
group of statements represents fourteen statements in total, which are generally related
to the broad topic of organisational barriers.
Statements Managers'
Responses
Supervisors'
Responses
Comparison
There is a lack of top management commitment strongly agree agree similar
There is no leadership disagree agree different
No cross-functional cooperation between
departments
agree disagree different
No employee involvement and empowerment agree agree similar
Lack of motivation and reward system agree agree similar
The organisation does not focus on customers disagree disagree similar
No customer feedback system agree/ disagree agree similar/
different
There is a lack of cooperation from customers agree agree similar
There is a lack of cooperation from suppliers disagree disagree similar
Seeking ISO 9000 certification not as a further
quality improvement
agree agree similar
Customer satisfaction principle not appreciated in the
organisation
disagree disagree similar
There is absence of the customer's voice in the
organisation
disagree/ strongly
agree
disagree different
There are lack of periodic management review agree agree similar
There is a lack of training programs relating to
quality management systems.
disagree agree different
Table 6.4 Comparison of company's managers and supervisors' opinions on
Organisational Barriers statements.
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The comparative analysis of the responses of the managers (quality manager and middle
managers) and supervisors on Organisational Culture barriers are presented in table 6.5.
The statement set of twelve statements as shown in table 6.5 comprises of those areas
that have affinity with the organisational cultural barriers, that according to the literature
survey may be present in the case study companies.
Statements Managers'
Responses
Supervisors'
Responses
Comparison
Employees did resistance to change the existing
system in the organisation
agree agree similar
It is difficult to change the existing system agree agree similar
The	 bureaucratic	 culture	 prevalent	 in	 the
organisation
disagree agree different
There are wrong people in the wrong position disagree agree different
High employee absenteeism agree disagree different
Fear of admitting error agree agree similar
The workers see the quality management system as
a punch tool
disagree disagree similar
Quality is swear word in the language of many
workers
disagree disagree similar
Employees are not working towards future of the
organisation
agree agree/ disagree similar/ different
Employees want to follow instructions rather than
to create proposals in their jobs
agree agree similar
Employees just look to their own benefits agree agree similar
Additional workload from quality management
system
agree/strongly
agree
agree similar
Table 6.5 Comparison of company's managers and supervisors' opinions on
Organisational Cultural Barriers statements.
The comparative analysis of the responses of the managers (quality manager and middle
managers) and supervisors on Technical Barriers are presented in table 6.6. This
category is, by far, the largest set of statements, with twenty three in all, as table 6.6
shows.
6.1.1.2-Interviews results
The interview is the main method to collect primary data of this research and to get an
in-depth understanding of the barriers that affected ISO 9000 standard in LMPSOs as
mentioned in chapter five.
•Reasons for seeking ISO 9000 certification
All the respondents from top management, middle management and supervisors'
interviews gave the reason to export its products abroad, especially to European
countries, which required the certification to import the products, as a main reason.
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Statements Managers'
responses
Supervisors'
responses Comparison
There is a lack of understanding of the purpose of
ISO 9000 certification
agree agree similar
There is a lack of understanding the benefits of ISO
9000 certification
agree agree similar
No awareness of ISO 9000 standards through
employees
agree agree similar
No expert people in quality management disagree agree different
There is a lack of time disagree disagree similar
Ineffective communication between departments disagree agree different
Ineffective communication between the organisation
and its suppliers
disagree disagree similar
The organisation has too many suppliers agree agree similar
There is a lack of achieving training targets agree agree similar
There is a lack of information agree agree similar
The organisation have a difficulty of calibration agree agree similar
There is a difficulty to control the documentation
during registration process
agree/ disagree agree different/
similar
Too difficult to learn the ISO 9000 standards
requirements and to implement them
agree agree similar
No proper organisational structure developed disagree agree different
There is a lack of proper performance measurement agree agree similar
Insufficient technology and poor quality management
practices in the organisation
disagree disagree similar
The organisation have a lack of recording of
management review results
disagree disagree similar
There is a lack of identification and management
processes
disagree disagree similar
The organisation has difficulty to procure raw
materials
agree agree similar
No proper incoming materials assessment carry out
by the supplier
disagree disagree similar
No control of suppliers procedures agree disagree differs
Improper control of nonconforming product
procedures in the organisation
agree agree similar
The organisation trains its employees without
specific purposes
disagree agree different
Table 6.6 Comparison of company's managers and supervisors' opinions on statements.
The majority of respondents mentioned that the company sought the certification to
export some of its products to support the national income. The second reason was a
need to improve its image in the national and international markets where some
respondents highlighted that the company wanted to improve its image in national and
international markets. The other reasons cited by respondents in the three levels, are as
shown in table 6.7.
The top management members were asked a question in the interviews with them, that
is whether the certification is for continual improvement such as the first step to TQM.
The top management responded that the certification is only what they need to maintain
up to now. Other respondents stated that the certification is to verify the increasing of
the number of external customers who are asking for the certification. These answers
indicate a lack of congruence in understanding the journey to higher levels of quality.
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Top Management Middle Management Supervisors
To export abroad, especially to
European countries
To export abroad, especially to European
countries
To export products abroad and
become competitive
To improve its image in the
national and international
markets
To improve its image in the national and
international markets
To improve its image in the
national and international
markets
Number of external customers
who are asking if the company
has got the certification or not.
Most of the companies in the world
seeking to be certified with the
certification
To improve company's
performance
To satisfy customer satisfaction To satisfy and deal easy with external
customers
To satisfy customers (from
one supervisor)
To improve internal job procedures
To identify tasks of every production and
management process
Getting the certification means that the
company is on the right way
To improve company's performance
Table 6.7 Top management, middle management and supervisors' responses
regarding the reasons for achieving ISO 9000 certification.
•Benefits of ISO 9000 certification
The top management outlined that the benefits of QMS-ISO 9000 implementation are
improvement of the company's reputation or image locally and international where they
answered that the certification increased the company's reputation internationally in the
local and international markets. In addition, another benefit from ISO 9000 certification
is that the revision of the procedures becomes easier. Some of the top management
members added unification of performing work, procedures and the internal audits help
to detect deviations in the production system early and take corrective actions in the
proper time.
In addition, related to the benefits of ISO 9001:2000 standard, another general question
was asked to the top management, middle managers and supervisors about how the
certification affected the company's products. Two of the top management cited that
the certification improved the company's products to a certain extent only. The rest of
top management stated that it has an intangible effect on products. Similar to some of
top management, the middle manager respondents said that it has an intangible effect on
products.
The majority of the supervisors stated that there was an intangible effect because the
company produced high quality products before the certification and they mentioned the
two international quality awards the company have been awarded. The sixth European
quality award in Madrid in 1992 and the Gold International American award in 1998.
But some of the supervision level respondents cited that the certification has a tangible
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effect represented in the workforce following documented procedures and work
instructions in the production processes.
In the responses of the top management respondents about a question to know if the
company has received a good return on the certification investment, the quality
representative, quality manager and trading manager argued that it might be in the
future (that the company will receive a good investment) but there is some increase in
the exportation figures. The other three respondents said no, there are no good benefits,
except improvement of the internal procedures to the same question indicating a
perceived non-return on investment.
•ISO 9000 standards knowledge of company staff
A question was asked to middle managers and supervisors in interviews about whether
training programs have been attended related to quality in general and ISO 9000
standards issues specifically. Also, that question emerged in the interviews and was
asked to the top management members after the first question was asked. All the top
management attended a training program about ISO 9000:2000 standards that was
conducted by a university lecturer from the faculty of engineering at Elfateh University.
But some of them mentioned that they attended just part of that awareness program due
to them being busy. Likewise, a workshop was conducted by the consultant, who
helped in the implementation process. Both of these events were part of their
awareness. An awareness program was carried out by a number of introductory lectures
to most of the staff members relating to what ISO 9000 standards and certification
mean, the benefits of implementing the QMS and reasons for becoming certified. Also,
from the interviews with the supervisors, awareness programs were conducted by
quality department staff to employees in the departments. Additionally, the general
director as a management representative and the quality manager as a top management
staff attended Statistical Process Control, continuous improvement and internal auditing
training programs. Also, the quality manager attended a foreign training program about
ISO 9000:2000 standards implementation and lead auditing outside Libya. Table 6.8
shows the number of top management members, middle managers and supervisors that
attended training programs.
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Training programs Top management Middle
management
Supervisors
ISO 9000 Standards issues 6 16 27
Continuous improvement
and using of Statistical
Techniques
2 8 12
Internal auditing 2 2 21
Table 6.8 The number of top management, middle management and supervisors
that attended training programs.
All the sixteen middle managers attended a training program about ISO 9001:2000
standard issues conducted by a university lecturer in the faculty of engineering at
Elfateh University and a workshop was conducted by the consultant as part of
awareness programs. Two of the respondents trained in an internal auditing training
program. Eight middle managers said they got training in a CI program, while two of
the top management and twelve supervisors said they had CI training. Some of their
responses highlighted that the training programs was limited at registration process and
any subsequent training program can take place when a weakness emerged in a specific
activity. Furthermore, some of the respondents stated that education and training
refreshment programs to follow updated issues on the new standards are limited. The
company has got the documented records that show the staff were appropriately trained,
educated and they are maintained as the interviewed middle management responses
revealed.
All of the twenty-seven supervisors attended a training program about ISO 9000:2000
standards issues conducted by a university lecturer in the faculty of engineering at
Elfateh University and a workshop was conducted by the consultant as part of an
awareness program. But in their answers, they argued that the unavailability of
textbooks, codes of practice of ISO 9000 standards caused problems of awareness in the
company. Others added, no newsletters and continuous workshops and seminars to the
company's staff resulted in a weakness between staff in understanding the importance
of quality in international trade.
In the interviews with top management, middle managers and supervisors, the
researcher asked about the respondents' knowledge level about ISO 9000 standards and
QMS. The researcher used his experience in ISO 9000 standards implementation to
evaluate the responses of the interviewed respondents whether their knowledge was
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good, moderate or a little bit. The feedback responses indicated that the management
representative (general director) and the quality manager have good knowledge about
ISO 9000 standards such as requirements and implementation. The other top
management members have moderate knowledge about ISO 9000 standards issues.
From the responses of middle managers, some of them have good knowledge about
understanding of ISO 9001:2000 standard's requirements, purposes, objectives and
implementation issues. The other middle management members have a little bit of
knowledge about ISO 9000 standards issues mentioned above. The high cost of training
programs related to ISO 9000 standards was identified by them as the main reason for
the lack in continuous training programs.
The supervisors' interview responses indicated that some of them have good knowledge
about understanding of ISO 9000 standards' requirements, purposes, objectives and
implementation issues as quality and production supervisors. While, the other majority
of them have a little bit of knowledge about understanding of ISO 9001:2000 standard's
requirements, purposes, objectives and implementation issues. For example, some of
the supervisors cited "the ISO 9000 standards are international standards appeared in
the year 1987 to veri.6; the minimum limit of the standard'. One of them said "it is a
system that identifies planned procedures". Another one revealed "it is international
specification that appeared in 1987, 1994 and revised in 2000 to responding
manufacturers and servers complaints". Another supervisor stated that "the ISO 9000
standards mean TQM". Most of the supervisors' respondents pointed out that their
knowledge was just the information given to them in the training programs when they
said that there is a lack of information related to QMS and quality in general. The
implications of these findings will be discussed in chapter seven.
•External financial support
The top management was asked a question whether the company has received any
external financial support, especially from Libyan government departments, to help the
organisation in ISO 9001:2000 standard's implementation. All the top management
members assured that the company did not receive any financial assistance in the
certification process from any Libyan department or any other external agency and the
Libyan state does not introduce any financial or human resources help to the
organisations that wish to be certified. They outlined that there was no push or financial
support from the Libyan authorities to implement ISO 9000 standards. Some added, the
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company's management only received a letter from the Production Affairs Secretary to
nominate some of the company's staff to attend a training programme in ISO 9000:2000
in May 2003. These respondents indicated that the lack of financial resource that
happened sometime in the company was a result of budget restrictions imposed by the
Libyan authorities. That had a negative effect on the start of QMS implementation in
the company. Furthermore, some of them mentioned that no free training programs
related to ISO 9000 standards were introduced by the Libyan authorities by adopting a
national quality program similar to some Arabic countries. All the top management
pointed out that the company has the financial resource needed in the registration
process and may have the ability to procure local financial resource and human
resources necessary to maintain the certification. Another question was asked to the top
management members in the interviews to know why the respondents have a similar
opinion on the barrier selected statement in the questionnaire related to the importing,
exporting and custom procedures. All the responses stated they are not suitable
procedures and not compatible with the competition in the international markets. For
example, some of them answered that the imported tariff in custom procedures is high
and the exporting procedures can not help Libyan manufacturing companies to export
their products more easily. The reasons and implications of these results will be
discussed in detail in the next chapter.
•Top management support and involvement
A question about the capability of top management to provide the necessary human and
financial resources for the QMS implementation and maintenance was asked to the top
management interviewed members. All the answers from the top management revealed
that the company had the human and financial resources in implementing the system
and may have them now to maintain the system. The general director outlined that
without the involvement of top management and its support, the company would not
have been certified. The same question, in a different way, about management
provision of adequate financial, human and verification resources was asked to the
middle managers and supervisors. All the interviewees answered that the management
provided the human and financial resources but in a limited range. Some middle
management respondents argued that there is a lack of development and improvement
programs in the company. Some supervisors pointed out that the existence of poor
machines made the company pay too much money in the maintenance and low
productivity. Some identified that there is a difficulty to procure essential raw materials
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in a planned time which resulted in stopping the production process from time to time.
Some added, the outcome of one product did not match its technical specifications as a
final product in 2003. The reasons will be discussed in chapter seven.
The top management involvement in the registration process was very weak as some
middle managers mentioned. According to what the other respondents stated, the top
management was involved in the registration process through attending management
reviews and promote the middle management to take quick action with respect to
recommended preventive and corrective actions by the management review board. But
some respondents argued that no continuity of training programs after the certification
is a lack of top management commitment. The implications of these results will be
discussed in detail in chapter seven.
•Consultancy and certification bodies
A question was asked only to the general director as a member of top management
about who was their consultant in ISO 9000 standards' implementation process and the
certification body. The response highlighted that they were different foreign agencies
for consultancy and certification processes. Then the interviewer added another
question to all top management why it was a foreign agent for the two processes. Some
of them highlighted that they contracted with a foreign consultant for faster time
implementation of the ISO 9000 standards. Other respondents outlined that the reason
for using a foreign consultancy agency in their response was lack of LNCSM's role in
helping the company to implement the system. They mentioned that only one local
consultancy bureau working in this field in beginning of 2000 introduced its offer
beside many other specialist consultancy foreign agencies from outside Libya. An
investigation was done by the company's top management about the local consultancy
bureau to know its ability of doing the job as the company is huge and needs to be
certified as a whole. The results occurred that the local bureau did not have the
capability to do the work by itself but will be going to contract with another foreign
agent to do the job. The top management decided to contract with a foreign consultancy
agent direct to reduce the certification cost in this state. In similarity, the certification
body was a foreign agent because there was no local third party certification working in
Libya. The implications of these results will be discussed in detail in chapter seven.
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•Calibration process
A foreign Calibration Company was used to carry out the calibration of equipment and
tools and instruments of the company during the registration process. Some of the
respondents highlighted that the company has difficulty in calibration processes in
general and the calibration process of some equipment was high compared to the price
of their purchase. The respondents added, after the registration process the company
gets help from the general electronics company for calibrating some electronic
instruments, but most of the calibration is carried out by a foreign company. The
calibration process was not carried out in the planned and specified intervals based on
the responses of the middle managers and supervisors. They stated that the delay in
calibration process was caused by a delay that happen by some government's
departments in finishing the financial procedures of the calibration body in the proper
time. The reasons and implications of these results will be discussed in detail in chapter
seven.
•Cost of certification
The researcher asked the top management members whether the certification process
was costly or not. All of them answered that it was not costly as the company is large
and they did not give any specific figures. The respondents added, regarding the
benefits the company will get from the certification, such as product exportation as the
main benefit, means that the certification is not costly and will thus return an
investment. They outlined that the future benefits which the company might get from
the programme indirectly reduces the cost of the certification process. At the beginning
of the interview, every interviewee thought that the certification cost means the cost
paid to the consultant and third party certification body. Then the interviewer explained
the direct and indirect cost of certification such as awareness cost, training and
education programs cost, consultancy and third party fees, improvement of work
environment cost and calibration cost. Then the top management pointed out that the
certification cost was not high if the money that the company paid for the certification
was in local currency, not in foreign currency. However, the costs of calibration,
consultancy and third party certification fees and other costs in this case were relatively
expensive. The reasons and implications of these results will be discussed in detail in
chapter seven.
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'Barriers faced by the company in ISO 9000 standards implementation
A general set of questions to the three interviewed levels of management were asked
and consequently the researcher summarised the responses in table 6.9. Some of the top
management stated one barrier faced the company, which was lack of understanding
purposes and benefits of the ISO 9001:2000 standard and QMS implementation by
employees. Other top management respondents indicated that lack of employee and
management awareness that ISO 9000 standards are QMS. All the top management
members point out that the employees' resistance to change and employee behaviours
and attitudes were not satisfied against the implementation of the QMS. Some answers
highlighted that the employees were convinced that the quality is the quality
department's responsibility. The majority of respondents highlighted that calibration
process was one of the major problems faced by the company within the registration
process. The reason, as they said, was no local calibration agencies are available in the
country and the company should contract with foreign companies to do that.
Some top management respondents revealed that the company encountered problems
from local government departments that did not have any clue about QMS to facilitate
procedures required by this system. Furthermore, others added that the relationship of
the company with local governmental departments is playing a very important role in
QMS implementation.
The respondents argued that employee absenteeism in the company is one of the biggest
problems facing the company in the implementation of QMS. They pointed out that the
company suffers a problem of employee absenteeism from social ceremonies especially
on Wednesday and Thursday. Some of the production department's respondents
mentioned that the absence of employees causes problems like stop one machine in a
production line. Others from the quality department indicated that the absence of
employees causes a lack in documenting quality documents and records.
Additionally, in the interview with the quality manager, who is one of the top
management staff, cited seven barriers that were encountered by the company in the
ISO 9001:2000 standard implementation process. The seven barriers are as below:
i. Lack of ISO 9000 standards and QMS awareness from most of the different
levels in the company. They think quality issues belong to quality department
only.
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Top management
responses
Middle management
responses
Supervisors'
responses
Surrounded environmentLack of governmental departmentsfinancial support
Lack of local governmental
departments procedures
Lack of LNCSM role Lack of LNCSM role
Lack of management commitment
(from quality manager) Lack of top management commitment Lack of consultant
Lack of understanding purposes of
ISO 9000 standards by employees
and some managers
Lack of understanding purposes of
ISO 9000 standards by employees
Lack of understanding
purposes of ISO 9000
standards by employees
Lack of understanding requirements
of ISO 9001:2000 standard and to
implement some of them
Lack of understanding requirements
of ISO 9001 standard and to
implement some of them
Lack of understanding
requirements of ISO
9001:2000 standard and to
implement some of them
Difficulty of calibration process of
equipments, gauges and tools
problems
Difficulty of calibration process of
equipments, gauges and tools
problems
Difficulty of calibration
process of equipments,
gauges and tools problems
Lack of identification and
traceability of products
Lack of identification and traceability
of products
Lack of Identification and
traceability of products
Lack of employees' awareness of
ISO 9000 standards
Lack of employees' awareness of ISO
9000 standards at the beginning of the
implementation process
Lack of awareness programs
of ISO 9000 standards
Resistance from employees and
middle managers to the system Resistance to change from employees
Resistance from employees
and managers to the system
Present of traditional system A difficulty to change the existingtraditional system
A difficulty to change the
existing traditional system
Limited of financial resources for the
system
Limited of financial
resources for the system
Lack of Libyan governmental
Departments to help and facilitate
implementation process
Lack of motivation and reward system
from top management
Lack of motivation and
reward system from
management
Middle managers and employees do
not want to follow the procedures Lack of organisational culture
Lack of organisational
culture
Appointed of general director as a
quality representative (from quality
manager only) Promotion of managers positions
some times not based on qualification
Promotions of general and
middle managers of the
departments not based on
qualification
Existence of five controller
departments Employee absenteeism
Presence of territorialism
and bureaucracy system
Instability of executive managers Employee absenteeism
Instability of executive
managers
Table 6.9 Top management, middle management and supervisors' responses in
the interviews related to Barriers.
ii. Lack of management commitment.
iii. Additional work needed by the QMS that requires approaches and procedures
which differs with the existing managerial system in the company.
iv. Employees' resistance to change as a result that the new system will not change
their situation.
v. Calibration process of equipment, gauges and tools problems.
vi. Appointing of general director as a quality representative. He went to say that
the appointment of him as a management representative was a barrier because
he has other responsibilities to do and he left QMS duties to the head of QA
department.
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vii.	 Identification of nonconforming products was a major barrier faced and still
facing the company.
A question emerged in the interview with the general manager why management
appointed him as management representative, he answered "to guide the company
during all processes in implementation and maintain processes and to help in providing
resources required by the system". The reasons and implications will be discussed in
chapter seven.
All the middle management respondents outlined that there was a resistance to change
from all employees towards this system. Some of them cited that no benefits have been
gotten by the company by implementing the QMS. Others stated that the business in
the company was running satisfactory, so why did they need to change. The majority of
the middle managers mentioned there is no awareness to QMS-ISO 9000 at the
beginning of the implementation process, which improved later. Also, they stated that
the calibration process was and still is a problem in the company. Some of the middle
management staff responses indicated that there was a difficulty in assembling,
organising and documenting of documents. Other middle management members
believed that lack of top management commitment and no rewarding and motivating
system to motivate management and employees in departments that implement the
system effectively were other barriers encountered by the company.
Similar to top management responses, some middle management respondents revealed
that the company encountered problems from local governmental departments that have
not any clue about QMS. Their majority stated that there was a difficulty to change the
existing system, which needs a change in approach and procedures to convey the QMS
requirements.
In similarity, the same question of barriers encountered the company in implementation
of QMS was asked to the twenty seven supervisors in the interviews with them. From
the interviews it was gathered that some interviewees outlined that lack of awareness of
ISO 9000 standards through employees and lack of understanding the standards'
purposes and benefits. Other respondents indicated that there is a difficulty to
understand the ISO 9001:2000 standard's requirement and to implement them. They
gave the reason in their responses that there are a lot of employees of low education
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affected implementation of QMS, however they could not understand the information
related to the new standards. Few of the respondents revealed that organisational
culture was a problem in the implementation process. Limited financial resources was
cited by many respondents when they said that managers just require extra work from
their subordinates without any reward system. The majority of interviewees stated that
there was a difficulty to changing the existing system and the company was still being
managed with a traditional functional approach. They mentioned that the lack in
professional in-house trainers could help in changing the existing culture. Some of the
interviewees revealed that the company is facing difficulty in governmental
departments' requirements and procedures to finish the company's deals such as
importing and exporting procedures. Also, they point out that the promotion of
directors and managers of the departments in the organisation not based on qualification
and managers have territorialism. They went to say that managers promoted some
middle managers and supervisors who accept and act on manager's instructions without
any discussion. Others highlighted that the promotion in the company's management
positions is connected usually with characteristic job possessions like a car and a mobile
phone.
To understand more in-depth information about those barriers, the researcher asked
many other specific questions about some ISO 9001:2000 standard implementation's
issues that found as barriers in this research literature review. The findings are in the
next sections.
-Management review and internal audits
Two questions about management review and internal audits programs were asked to
the middle managers in their interviews. All the respondents indicated that the
management review was carried out every six months by the management review board.
The responses given by the interviewed middle management revealed that the internal
audits were not carried out according to the specified times of the auditing plan and they
were changed because of lack of some middle management commitment towards the
internal auditing program. In contrast, some respondents said yes the internal audits
were carried out in their planned time without any delay. They indicated that the
internal audits are carried out every three months. Those responses indicate a difference
in opinion between managers. The management reviews and internal audits results
were documented and recorded according to the interviewed middle management
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responses. Some of the respondents cited that some of the internal audits results are still
recurring in every audit report. However, the reasons will be discussed in the next
chapter.
"Review and maintain quality documents and records
A question was asked to the interviewed middle management whether the quality
records are reviewed and maintained. The majority of the respondents responded yes
the review and maintaining of the quality documents and records was carried out
regularly and as needed. Some of them cited that the certification process is a very
bureaucratic process because they need to record, control, review and document every
thing. Two of them said that they do not know any thing about this issue, which shows
the majority of respondents agreed in their answers. The reasons and implication will
be discussed in chapter seven.
"Quality policy and objectives
A question in the interviews whether the quality policy and objectives were identified
and deployed in the whole organisation was asked to the middle management and
supervisors. Without exception, all the middle management responses were 'yes'; the
policy and objectives were identified and deployed. This correlated well with the
interviewed supervisors' responses, which were yes as well. Most of them pointed out
that the two (Quality policy and objectives) are identified but not communicated enough
to all employees. The implications of these results will be discussed in chapter seven.
"Responsibilities and authorities
A question was asked to the interviewees of middle management and supervisors
whether the quality responsibilities and authorities were identified and deployed in all
the company. The findings were that all middle managers' responses were yes but not
being followed. The supervisors' responses were yes and proof is shown through the
department's procedural manual.
"Employee involvement and empowerment
The middle managers and supervisors' responses highlighted that employees in the shop
floor can report to their supervisors regarding any error faced by them in their job. But
they can stop the production process and discuss the problem with direct supervisor.
They can introduce their views related to any problems to their supervisors. They
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mentioned that the employees can not identify and implement solutions in their own
areas without management knowledge and permission. Some of them stated that the
surrounding environment has affected the implementation of the system. Another
reason why the company's management has not fully empowered employees as
mentioned by supervisors was the presence of an authoritative management approach
which is a result of fear to the loss of management control. When any problem, even
technical or financial appeared, the management assigns a specific technical committee
from managers and supervisors who are related to that problem to give their solutions
and to write a report to the management.
The top management respondents revealed that the presence of five controller
governmental departments in the country cannot help management to empower and
involve employees fully. Also, they gave another reason when they responded that
according to the Libyan legislations, the management have to follow the organisational
structure and the job description to deal with employees. Some of the middle managers
and supervisors respondents cited that the top management feel they can not empower
and involve employees because they are responsible for anything related to the
company's performance in front of controller governmental departments. Others
outlined that they have no motivation because there is no reward system which
encourages the employees to adopt the system. Naturally, this made the employees not
keen to be involved in empowerment. There is an idea in the company to develop an
employee suggestions box where the employees can introduce their ideas and proposals
related to the company's performance. These results and their implications will be
discussed in chapter seven.
•Work procedures and instructions
All the interviewed middle management and supervisors answered that the instructions
and work procedures were identified and deployed in all departments of the company.
Similar to what middle managers said, the supervisors' responses highlighted that the
work procedures and instructions of every department were identified and deployed on
its notice board.
•Identifying and tracing of products
Identification and traceability of products was a major barrier faced and still facing the
company as indicated by the general director as a quality representative and by middle
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management in the interviews with them. A question about the procedures done in the
company to trace and identify the product from the beginning until its delivery was
asked to both, the middle managers and supervisors. The findings are that some middle
manager respondents pointed out that they have no clue about procedures for
identifying and tracing the products in the company. Some indicated that the
traceability process is a problem in one company's product where it can not be
recognised that the nonconforming of the final product is isolated in full. Furthermore,
other respondents outlined in their responses that the identifying and tracing procedures
usually used in the company are:
i. Tracing of operational processes in production lines.
ii. Taking random samples from every production stage and final products to
analyse them.
iii. According to the analysis results, classification of final products to be done.
iv. Writing up the production date on the products' packages.
v. In some kinds of production, lot production system has been followed.
vi. Keeping reference samples from final products.
Similarly, some interviewed supervisors outlined that they do not know the used
procedures to identify and trace products. However, some went to say that only one
product is identified by a bar-code label. But the other respondents revealed in their
responses that the procedures of identifying and tracing products inside the company
are:
i. Monitoring of raw materials.
ii. Monitoring and calibrating of used tools and instruments.
iii. Frequently tracing in operation stages, semi-products and final products before
they become ready to sale.
iv. Taking samples from the final products then classify the products according to
the results.
Some of the supervisors mentioned in their responses that traceability of products
record and maintainance is the responsibility of the quality department. Some of them
identified that the company does not have recall procedures of nonconforming products
when it is necessary. Consequently, the findings regarding this barrier of product
identification and traceability show differing perceptions across the company. The
implications of these results will be discussed in chapter seven.
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•Nonconforming products
A question was asked to the middle management and supervision interviewees about the
procedures that have been taken to deal with the nonconforming products. The
respondents mentioned the following procedures used to deal with nonconforming
products:
i. Isolation of nonconforming products.
ii. Studying and analysing the reasons of nonconformity.
iii. Take proper and documented corrective actions such as remanufacturing it or
iv. Classify it to a lower quality grade and sale it in agreement with customers.
Similarly, the findings show the preventive actions usually taken to avoid
nonconforming product appearance in the company production lines are:
i. Seeking of needed production materials according to specific standards.
ii. Taking samples from those materials before entering to production process.
iii. Tracing of production processes.
iv. Taking samples from production lines to know if the semi products are
conformed to specifications or not.
The implications of these results will be discussed in chapter seven.
•Effective communication
The internal departments coordination usually take place in the level of general
directorate and there was limited cross-sectional coordination between different
departments at the company but with prior permission of general managers. The
respondents highlighted that the coordination happened only rarely in certain situations;
giving the reason that the presence of authoritative managers caused very poor internal
communication. The communication methods indicated by the middle management
respondents are:
i. Direct meetings between departments. Except, no direct meeting between
managers and employees related to quality activities as the responding managers
think they will lose their superiority and respect if they do have direct
communication with employees.
ii. Working in technical committees.
iii. Phone calls and faxes.
iv. Writing internal messages.
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Some of the middle managers outlined that the cross-sectional communication has a
result of positive effect of communication's procedures and mutual relationships
between departments.
The coordination and communication between the company and its suppliers were
carried out by using two methods as the interviewed middle management respondents
said relating to the question that was asked to them. Those two methods are:
i. Direct communication through mutual visits.
ii. Indirect communication by using telephone calls and faxes.
Some of the respondents highlighted that the role of the supplier is just to provide the
purchased materials that comply with the specifications or requirements defined in the
contract. Some identified that the company has many suppliers because there is a lack
of confidence from suppliers which has resulted in the delay of administrational and
financial procedures of the contract. They argued that the procedures of selection and
contracting with suppliers created no confidence between the company and its suppliers.
But in the communication between the company and its customers, three methods have
been used as middle management respondents pointed out, which are:
i. Through recording, documenting and analysing of customer surveys and
complaints.
ii. Customer visits to the company or vice versa.
iii. By using telephone calls and faxes.
The Internet as a modern communication tool was not available in the whole company
as the middle respondents revealed, it is connected now only in the general director's
office. However, they outlined that the company planned to provide Internet access in
all its company's departments. The reasons and implications will be discussed in
chapter seven.
-Methods of overcoming barriers
A question was asked to three levels during semi-structured interviews conducted with
them 'how the organisation overcame the barriers encountered through implementation
process. The three methods mentioned by top management responses were as below:
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i. Continuous and intensive awareness programs in the registration process to all
staff.
ii. Performing internal audits every three months in every department. The
respondents cited that the internal auditing is one of the methods used to
overcome many barriers.
iii. By the help from the consultant.
The middle managers however cited some more methods as below:
i. The concentration of employees' awareness programs regarding the importance
of the system.
ii. Hiring of foreign consultant that has a good experience in ISO 9000 standards
and QMS issues.
iii. Contract with a foreign calibration company for the equipment, tools and
instruments in the registration process.
iv. By documenting any procedures and actions that have been taken.
v. Distributing of quality policy and objectives in every clear place everywhere in
the company to give the employees the opportunity to know and read them.
vi. By taking corrective actions and implementing them.
In similarity to what the two levels of the company management stated, the supervisors
highlighted some methods used to overcome the implementation process barriers as
below. Some of the respondents said that some of the barriers have not yet been fully
overcome.
i. The top management commitment towards implementation of the system.
ii. The management runs more awareness programs in the registration
process.
iii. By more training programs relevant to ISO 9000 standards and QMS.
iv. Through intensive internal audits.
v. The help of a consultant in the registration process.
The implications of these results will be discussed in detail in chapter seven.
-Barriers facing the company to maintain the QMS
The same question regarding barriers that is facing the company to maintain the
implemented QMS and the certification was asked to the three levels in the face-to-face
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interviews. The summary of the responses from the top management, middle managers
and supervisors are shown in table 6.10. The implications of these results will be
discussed in detail in chapter seven.
Top management responses
Middle management
responses
Supervisors' responses
The continuous appearance of
nonconformity states which need quick
recovery
Lack of cooperation from
governmental department
Some managers and employees
are not convinced to implement
the system
The people are convinced that the
maintenance of the system is the
responsibility of the quality department
Lack of top management
commitment
Employees looking for their
benefits from the
implementation of the system
Negative response from some
of managers towards the
system
Continuity of lack of employees
motivation programs
The Continuity of employees
feeling that the implementing
of the system is not important
Lack of understanding the ISO
9001:2000 standard
requirements
The need of the staff to get
continuous enrichment
training programs
Lack of cross sectional
coordination between
departments
Sometimes there is a lack of
availability of financial
resources
The organisation not working as
one team
Affects of other governmental
departments
Affects of external environment
Lack of financial resources
Table 6.10 Barriers facing company A to maintain the QMS and ISO 9000
certification.
•Procedures done to maintain the ISO 9000 certification and QMS
A question was asked to all the interviewed personnel in the company how they are
maintaining the certification and QMS. The respondents from the three levels
mentioned some techniques and procedures to maintain QMS and the certification.
Consequently, the company's management responses were:
i. Inspire managers, head of departments and supervisors to perform the
procedures according to the ISO 9001:2000 standard's requirements and seeking
them to do more efforts.
ii. Preparing and running training programs related to QMS and ISO 9001:2000
standard.
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iii. Doing internal audits and management reviews to assess the system.
iv. By developing and continuing improvement.
v. Contracted with a foreign consultant company to maintain the system. The
respondents outlined that the company's management felt it will lose the
certification, so it contracted with a consultancy agency to maintain the system.
Likewise, the supervisors' responses are summarised from those questions asked
regarding how the company maintained the QMS:
i. Contracted with a company to maintain and granted the company's ISO 9000
certification because the company did not achieve some of its potential quality
objectives as they said.
ii. Professional trainers in QMS and ISO 9000 standards have been invited to run
training programs.
iii. Through internal audits.
The implications of these results will be discussed in detail in chapter seven.
•Customer satisfaction
A question was asked to the interviewed top management about procedures taken to
satisfy and to measure customer satisfaction. The respondents' responses indicated that
they used procedures to satisfy and measure the customer are:
i. The trading department sends a customer satisfaction measurement form
annually to the customers. They pointed out that the company carries out an
annual survey of external customers to measure their satisfaction. They added,
by the recommendation of the company's consultant, the management expanded
the survey to internal customers and increased the number of external customers
being surveyed. But the company faces a problem when the respondents
mentioned that most of the local customers do not reply because they do not
prefer to use the customer satisfaction form.
ii. Receiving of customer's complaints then analyse them to take proper actions
according to the respondents responses, customer complaints are used also to
measure level of satisfaction.
Receiving any suggestions and proposals from customer and take them in
production programs after good assessment.
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iv. Follow up the external customers through phone calls to know the range of their
satisfaction considering the purchased products.
v. Visiting sometimes of external customers at their premises.
The interviewer asked the middle management interviewees a question whether the
customer's requirements have been addressed in the product design processes in the
organisation. Some respondents cited that no customer's requirements were addressed
because of the nature of the company's products. Others stated no designing process for
the company's products exists and the products are just produced according to
international standards. It is not clear that the customer's requirements have been
involved in designing of products as some of them argued. The results and their
implications will be discussed in chapter seven.
• Criteria of selecting suppliers
A question regarding the criteria that was used by the company to select its suppliers
was asked. Accordingly, the top management responses were as follows:
i. The supplier is solvent.
ii. The price.
iii. The delivery time.
iv. The delivered materials should conform to the agreed specifications.
v. The supplier has the capability to do services after the sale.
And the procedures and requirements of the company management when it orders
purchased products from the suppliers as the responses of interviewed middle
management were highlighted as:
i. Contact manufacturers of the needed materials and send them the material
specifications and quantities.
ii. The general trading departments receives the suppliers' tenders.
iii. Then the received tenders are transferred to purchasing technical committee to
study, compare and conform them according to the posed specification.
iv. When technical committee approved the accepted tender, then the purchasing
department starts in procedures of opining letter of credit and empower an
inspection company to check the materials quality at supplier's premises.
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v. When the consignment reaches the company, the quality department takes
samples according to adopted sampling methods and analyse them in the
company's laboratories.
vi. If any of contract's requirements have been found unconfirmed, then the
supplier should be calling to discuss with him the analysis results and the next
steps to be taken.
The implications of these results will be discussed in chapter seven.
-Use of statistical techniques
The responses of middle management respondents in the interviews with them revealed
that there is a lack of using the statistical techniques and methods to solve production
problems and in taking corrective and preventing actions. Accordingly, the majority of
the respondents indicated that the lack of using statistical techniques have a limited use
to measure internal and external customer satisfaction. The respondents gave the reason
that no qualified people and no intensive training programs were given in this field. But
there is some improvement after the specific training program related to these
techniques was held in the company. Some of the production department's respondents
highlighted that after that training program their department started using the techniques
in production planning. Other respondents stated that the techniques are now used in
preparing of the departments' reports. The implications of these results will be
discussed in chapter seven.
6.1.1.3-Documents results
One of the adopted data collection methods in this research was the analysis of relevant
documents related to the subject of the two case studies. Conducting of interviews in a
company's site and getting formal permission from the general director helped the
researcher to go through all required documents more easily in case study A.
The researcher browsed a published paper presented by a former quality manager in a
symposium held in Tripoli about quality of Libyan products in October 2002. The
paper pointed out that reasons for seeking ISO 9000 certification as below:
i. To get new markets especially in Europe.
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ii. Number of external customers who are asking if the company has got the
certification and they required the company should have the certification to deal
with it.
From company documents checked by the researcher, the second internal audits report
and first management review meeting in 2003 identified that there were sixty
nonconformity cases. Further observation of records showed, they have been decreased
to fifteen cases, as a result from taking corrective actions. The customer's feedback
form was discussed in the first management review meetings in the year 2003 to use it
in reviewing current performance and improvement opportunities of the organisation.
The first report of management review meeting in the year 2003 highlighted that the
company has a difficulty in the calibration process because it hired a foreign calibration
body in the registration process and it resulted in a high cost of the process compared to
the original price of the equipment or the tool.
There was a delay in the procedures with the related governmental department when the
company tried to bring some foreign professional trainers to perform the programs in
the company's training centre. It was discussed in the second management review board
meeting in 2003 as a nonconforming case and the board recommended that the general
administration and financial directorate solve the problem as soon as possible. That
meeting also outlined that, case study A still faced a difficulty to perform corrective
actions and there was a problem reported in the work environment as a nonconformity
case and the board members gave a recommendation to remedy it.
The internal audit reports revealed that the schedule auditing processes did not followed
the plan because the middle managers failed to carry out the internal audits in the
planned time. These reports showed also that some departments were careless or had a
delay in applying the recommendations given by the management review board
concerning correcting nonconforming states by the time fixed in the meetings' minutes.
That delay affected the effectiveness of the QMS in the organisation which is evaluated
against internal audits and the implementation of corrective and preventive actions. The
identification as a problem in one product was reported in the internal audit report in
2003 as a nonconformance case.
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According to the quality policy document, the policy is reviewed annually during
meetings of management reviews for continuous suitability. But, the documented
evidence showed it did not get updated from the date of declaration on 1/5/2001.
The objective number three in the Company's Quality Objectives Document for the year
2003 indicates that "the company wants to increase marketing of its products by 90% to
maintain local and international competition", but it had not achieved this objective by
September 2003. This objective was unrealistic and was set before marketing studies
were carried out as a justification. It was a result of the lack of importance of posing
realistic quality objectives from the staff and employees in the company's departments.
Another planned objective written in that was "the company will train 100% of its
employees" but up to September, of the year 2003, the planned objective was not fully
executed as well.
From the quality documents and records, the outcome of one product does not in all
cases match its technical specification as a final product in the first quarter of the year
2003. That was because one analysis set was not working in that period and no action
was performed for a while to correct the situation or seeking the cause of
nonconforming products. The existence of poor machines leads to low productivity and
high maintenance costs, which in turn raises the cost of products.
The company was affected by lack of LNCSM role in interpreting documents, guidance,
manuals and codes of practices of the new standards to Arabic language to become
easier for people in the companies to read and understand technical terms when
explained by trainers. The presence of these documents in English, not in Arabic,
language retard understanding of the new standard's requirements and its
implementation issues.
According to the company's documents, the company is suffering from turnover of
managers and other staff. The researcher browsed some documents and noticed three
different managers of the quality department in the period between the middle of 2002
and September 2003.
The company's organisational structure indicated that no proper management system
was developed for the QMS. The prevalent hierarchical management system affected
165
cross-sectional coordination between different departments as ISO 9001:2000 standard
required. The required qualification, as defined in job descriptions, is limited to vague
education and experience. It does not cover required training and skills. The job
description is not available with job holders in every department. It is available mainly
in the administration department. No changes on the job description of the company
have taken place since the company's establishment date in 1980. The available
training cards for every employee only include training programs they received in the
year 2001, because the company in that year was preparing itself to get the certification
and no training records have been added after that time (after the certification).
6.1.2-Company B findings
This company did not start yet to be certified with the certification when the researcher
collected the data. It is a smaller size than company A and produces different products.
6.1.2.1-Questionnaire results
As mentioned in section 6.1.1.1, the questionnaire findings were used just to inform
interview questions in this research, that was why it was analysed first and the
questionnaire findings will be displayed first.
•Reasons for not seeking the ISO 9000 certification
A question was asked in the questionnaire about if the company has a desire to get the
certification. Some middle management and supervisors responded, the company can
not seek the certification unless increasing its productivity.
•Top management support and availability of financial and human resources
A question in the questionnaire was asked to the managers (quality manager and middle
manager) to rank their opinions whether the top management supports the management
in the company to have a modern management. The number of respondents regarding
every statement is shown in table 6.11.
It can be seen from table 6.11 that there is a broad view of opinions across both levels of
management regarding top management support of modern management. Interestingly,
it is noted from that table 6.11 that most managers (seven) answered 'Always or
sometimes' while conversely most (twelve supervisors answered 'Seldom or not at all'.
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Statement Number of managers
respondents
Number of supervisors
respondents
Always 5 3
Sometimes 2 3
Seldom 2 4
Not at all 2 8
Table 6.11 The number of managers (quality managers and middle management)
and supervisors responded on top management support.
•Awareness and knowledge related to ISO 9000 standards and QMS
The managers' responses (middle managers and quality manager) regarding a question
of the questionnaire if their job related to quality. Two of them cited their job is not
related to quality, but the rest stated that their job is related to quality.
Just five supervisors from the eighteen answered 'yes' that their job related to quality.
Four of them were working in quality units of the production lines in the company. The
other one was working in the maintenance department. The rest of the supervisors'
responses were 'no'. One supervisor said "I am working in stores department which do
not need quality department".
•Barriers facing the company to seek ISO 9000 certification
In similarity to the first case study, the managers (quality manager and middle
managers) and supervisors were asked to rank their opinions on a series of statements in
the questionnaire. These statements are related to barriers of QMS implementation and
have been derived from the literature review of this research. Appendices 18 to 25
show the respondents' opinions of managers and supervisors on different barriers
(external, organisational, organisational culture and technical barriers).
The comparative analysis of the responses of the managers (quality manager and middle
managers) and supervisors on external barriers are presented in tables 6.12. In this table
five statements are collected together as shown to form the category of the responses
that are related to External Barriers to implementing QMS. The implications of these
results will be discussed in detail in chapter seven.
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Statements
Managers'
responses
Supervisors'
responses
Comparison
No	 outside	 pressure	 to	 make	 the	 organisation
implementing the standards
agree agree similar
No government financial support to the organisation
to implement this system
strongly agree agree similar
There is a shortage of providing necessary studies
from	 governmental 	 department	 to	 help	 the
organisation in seeking the certification
strongly agree agree /
strongly agree
similar
Present	 of	 featherbedding	 system	 (overstaff
employment) in the organisation
strongly
disagree
disagree/
strongly disagree
similar
The organisation is facing imposed tariffs and trade
barriers to export its products
agree agree similar
Table 6.12 Comparison of company's managers and supervisors' opinions on
External Barriers statements.
The comparative analysis of the responses of the managers (quality manager and middle
managers) and supervisors on organisational barriers are presented in table 6.13. The
implications of these results will be discussed in detail in chapter seven. This group of
statements represents eleven statements in total, which are generally related to the broad
topic of organisational barriers.
Statements
Managers'
responses
Supervisors'
Responses
Comparison
There is no leadership agree agree similar
No cross-functional cooperation between
departments
strongly agree/
strongly disagree
agree similar/ different
No employee involvement and
empowerment
agree agree similar
Lack of motivation and reward system strongly agree
/disagree
strongly agree similar/ different
The organisation does not focus on
customers
strongly disagree agree different
No customer feedback system strongly agree agree similar
There is a lack of cooperation from
customers
agree agree similar
There is a lack of cooperation from suppliers agree agree similar
Customers satisfaction principle not
appreciated in the organisation
strongly disagree agree/
disagree
similar/ different
There is absence of the customer's voice in
the organisation
strongly Agree agree similar
There is a lack of training programs relating
to quality management system
strongly agree agree similar
Table 6.13 Comparison of company's managers and supervisors' opinions on
Organisational Barriers statements.
The comparative analysis of the responses of the managers (quality manager and middle
managers) and supervisors on organisational culture barriers are presented in table 6.14.
The statement set of seven statements as shown in table 6.14 comprises of those areas
that have affinity with the organisational cultural barriers that according to the literature
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survey may be presented in the case study companies. The implications of these results
will be discussed in detail in chapter seven.
Statements Managers'
responses
Supervisors'
responses
Comparison
The	 bureaucratic	 culture	 prevalent	 in	 the
organisation
strongly disagree agree different
There are wrong people in wrong position strongly disagree agree different
Fear of admitting error agree/ strongly agree agree similar
Quality is swearword in the language of many
workers
strongly disagree disagree /strongly
disagree
similar
Employees are not working towards future of
the organisation
strongly disagree disagree/ strongly
disagree
similar
Employees want to follow instructions rather
than to create proposals in their jobs
strongly agree strongly agree similar
Employees just look their own benefits strongly agree disagree/ strongly
disagree
different
Table 6.14 Comparison of company's managers and supervisors' opinions on
Organisational Cultural Barriers statements.
The comparative analysis of the responses of the managers (quality manager and middle
managers) and supervisors on technical barriers are presented in table 6.15. This
category is, by far, the largest set of statements, with eighteen in all, as table 6.15
shows. The implications of these results will be discussed in detail in chapter seven.
Statements Managers'
responses
Supervisors'
responses Comparison
There is a lack of understanding of the purpose of ISO
9000 certification
strongly agree agree similar
There is a lack of understanding the benefits of ISO 9000
certification
agree agree similar
No awareness of ISO 9000 standards through employees strongly agree strongly agree /agree similar
No expert people in quality management strongly agree agree similar
Ineffective communication between departments strongly agree disagree different
Ineffective communication between the organisation and
its suppliers
strongly agree agree similar
The organisation has too many suppliers agree agree similar
There is a lack of achieving training targets strongly agree agree similar
There is a lack of information agree strongly agree similar
The organisation have a difficulty of calibration strongly agree
/agree
agree similar
No proper organisational structure developed strongly disagree agree/ strongly
disagree
similar/different
There is a lack of proper performance measurement agree not applicable different
Insufficient technology and poor quality management
practices in the organisation
agree agree similar
The organisation has difficulty to procure raw materials agree agree similar
No proper incoming materials assessment carries out by
the supplier
agree agree similar
No control of suppliers procedures disagree agree different
Improper control of nonconforming product procedures in
the organisation
strongly disagree strongly disagree similar
The organisation trains its employees without specific
purposes
agree agree similar
Table 6.15 Comparison of company's managers and supervisors' opinions on
Technical Barriers statements.
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6.1.2.2-Interviews results
"Reasons for not seeking the ISO 9000 certification
Up to now, the company has not started to implement the QMS and to get the
certification. The reasons for not seeking ISO 9000 certification from the respondents
are:
i. The company can not export part of its products. Now the company is
producing for local market only. To seek the certification it needs to increase
productivity first. The respondents highlighted that the company does not
produce to export its products abroad because it is mainly producing for local
markets.
ii. Its products are more expensive than the imported similar products in the local
market. Hence, the company could not compete even in local markets: the
respondents pointed out that the company is producing products locally and
could not compete with imported products. Furthermore, they then argued that
how their products can compete in the international markets.
iii. The company is producing products according to DIN standards, which they feel
is enough to ensure high quality products. The respondents identified that the
company is producing according to DIN quality system which is enough to
produce quality products.
iv. The seeking of certification needs extra money and the company has a shortage
of financial resources.
"Top management support and availability of financial and human resources
A question was asked to the top management members in the interviews whether the
company have the financial and human resources in the case of thinking to implement
the QMS. The majority of top management members answered there are lack of those
two resources in the company. Some of them cited that the company does not have
enough financial resources to run quality activities.
Regarding the top management support, the respondents revealed that the management
just concentrates on how to sell the company's products rather than anything else, for
example, to apply ISO 9000 standards. Some middle managers and supervisors
indicated that the changing of general managers from time to time affected management
support, they said that as there is active government intervention this leads to in-
stability at general management level. Others argued that the company some times has
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a difficulty to import the necessary raw materials in a planned time, which causes
problems in the production processes. The implications of these findings will be
discussed in chapter seven.
',Awareness and knowledge related to ISO 9000 standards and QMS
Not one of the top management (except quality manager) and middle management
attended any training program on the ISO 9000 standards or QMS issues as they
responded in the interviews that were conducted with them. The quality manager
attended one training course about ISO 9000 standards and another one on a quality
control system. The quality manager himself had a limited knowledge about the ISO
9000 standards and QMS. He revealed that "the QMS is international system to get a
recognised certificate".
Not one of the supervisors attended or has been attending any related program, except
two of them said they attended one training program how to write quality reports, those
two respondents are working in the quality department. They also pointed out that no
awareness programs related to the standards took place in the company. Only one of the
supervisors is aware that QMS and ISO 9000 standards is the quality system to improve
management performance when followed by all departments in the organisation. The
supervisors pointed out that there are no specialist journals to read to get knowledge
about that system and no any other informatics source exists to create knowledge
regarding the QMS and the certification. They cited that no informatics source is
available in the company to develop knowledge about the standards.
The feedback from the middle management respondents highlighted three reasons for
not having enough ISO 9000 and QMS knowledge mentioned below:
i. No ISO 9000 awareness programs have been introduced to them inside the
company.
ii. No opportunity was given to them from top management to attend training
course and workshops in the field outside the company.
iii. The chance to attend the training programs related to quality is given usually to
quality department staff only.
The implications of these results will be discussed in chapter seven.
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•Employees' future training programs in quality
A question was asked to the top management and middle management members in the
interviews, whether there are future training programs in quality topics to the employees
inside or outside the company. Most of the respondents' responses were yes and the
quality training programs will involve the different levels of the company's staff. A
question emerged in the interview with the general director and then asked to all the
interviewed top management and middle management members 'why the company
plans to train them?. The answers were that the company is facing a problem with the
high percentage of waste production, which raised the cost of the products compared to
the similar imported products in the local market. Then another question emerged,
again in the interview, with the general director 'how the company can sell its products
with such a high cost'. The general director pointed out that the general popular
committee (council of ministries) has issued an act enforcing all Libyan public sector
organisations to buy their need from local manufactured products rather than the
imported products even though they are more cheaper products than the company's
products. The implications of these findings will be discussed in chapter seven.
•Governmental departments' support
A question was asked to the company's top management members in the interviews
whether any Libyan authorities departments push or impose the company to implement
the ISO 9000 standards. All the answers came no and also, all the respondents'
responses were that the company has not received any financial support to start the
QMS implementation and get the certification. The respondents outlined in their
responses that the effect of lack of Libyan authorities' support on seeking of ISO 9000
certification in the company was unavailability of financial resources and no financial
support from the government made the management not thinking yet to seek the
certification. The in-depth discussion of governmental support and implications of
these findings will be in chapter seven.
•The quality control system implemented at the company
A similar question considering the quality system implemented in the company was
asked to the interviewed top management, middle management and supervisors. The
responses revealed that the company implemented the DIN quality system in controlling
and assessment products quality and the quality department is the only responsible body
for quality in the company. They answered that the company applies an internal quality
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control system to assure quality of products. The quality control system has been
carried out in production lines of the shop floor through conformity of product in every
stage comparing with its specific standards. Some of the respondents deemed that the
applied quality control is enough to produce high quality products. The implanted
quality control according to DIN system is enough to produce and introduce product of
high quality.
'Barriers facing the company to seek ISO 9000 certification
To determine what type of barriers, in company B that retard it to implement the QMS
and to seek the certification, a general question was asked to the three interviewed
levels of management (top management, middle management and supervision level).
The author summarised the responses in table 6.16.
Top management responses Middle management' responses Supervisors' responses
The top management does not has
any clue about ISO 9000 and QMS
just heard about it
The middle management does not has
any clue about ISO 9000 standards
and QMS just heard about it
No awareness of the ISO
9000 standards
Lack of understanding purposes of
the certification
Lack of understanding purposes of the
certification
Lack of understanding
purposes of the certification
Lack of understanding benefits of
the certification
Lack of understanding benefits of the
certification
Lack of understanding
benefits of the certification
No any Libyan governmental
department impose it on the
organisation to implement the
system
No push from top management to
implement the system
No push from management to
implement the system
Usually to implement new system, it
needs extra financial budget
No thing will change just additional
work
The promotion of
management position does
not depend on qualification
The company does not has problem
in selling its products in local market
All the staff are convenient with the
exist managerial and quality systems
in the company
The quality control system in
the company is enough
Up to now, no export of company's
products
Employee absenteeism Employee absenteeism
Instability of executive manager Instability of executive
managers
Table 6.16 Barriers impede the company to implement the QMS and to be ISO
9000 organisation.
To understand more in-depth information about barriers, the researcher asked some
other specific questions about issues that are important in ISO 9001:2000 standard
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implementation process according to this literature search. The results and implications
will be discussed in detail in chapter seven.
-Dealing with nonconforming products
From the results of the middle management and supervisors' responses, some of the
defects can be recovered or maintained and others can not. The nonconforming
products that can not be treated transfer to the deteriorated (damaged) product
committee. Usually deteriorated or damaged products sell to private small metal works
factories. The quality department uses three coloured cards to identify final product.
To distinguish between different levels of quality the green card is used for final
products (that are ready), the white card used for temporary constrained (poundage)
products that are waiting final decision and the red card for damaged products. The
preventive procedures were used by the organisation to prevent production of
nonconforming product, as the middle management respondents stated in the interviews
it was the controlling of product quality at every stage in the production process. The
implications of these results will be discussed in detail in the next chapter.
-Quality documentation
The middle management and supervisors were asked in the interviews whether the
company document and maintain all documents, procedures and records, related to
quality. Some of the middle management responded yes, the company document
quality information and issue periodic documented quality reports. Others of the
respondents answered that may be in narrow range and two of them indicated that
almost all of the quality department does that. Similar to what middle managers
answered, some supervisors' responses highlighted that the quality documents,
procedures and records are documented by the quality department. Some of the
respondents' responses might be in a narrow range. Other respondents identified that
the documentation in all departments is in continuous improvement and quality
documentation was involved. The respondents highlighted in their responses that the
work procedures and instructions have not been prepared in the company. The in-depth
discussion and implications of these findings will be in chapter seven.
-Appropriate equipment and devices
A question was asked to the supervisors regarding availability of appropriate equipment
and devices in production, measurement and monitoring. The responses were that the
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equipment and devices were installed and provided at the time the company was
established and no renewing of them except one new automatic machine in a production
line. That machine was installed in May 2003. The implications of these results will be
discussed in chapter seven.
The findings of middle managers and supervisors consider that no calibration process
was carried out by any specialist agency to the equipment and instruments. There is
only irregularly adjustment work done to the measurement tools by using standardised
samples. The implications of these results will be discussed in chapter seven.
.Criteria of selecting suppliers
A question regarding the criteria that was used by the company to select its suppliers
was asked. The top management responses were as follows:
i.	 The supplier known to the company (existing suppliers) is given priority.
The delivered materials should conform to the agreed specifications.
Low price.
	
iv.
	
The delivering time.
The implications of these results will be discussed in chapter seven.
•Procedures to purchase materials
The middle managers revealed that procedures when the company buys the necessary
materials from their suppliers are as below:
	
i.	 Contact suppliers and provide them by materials specification.
Receiving of tenders from suppliers.
The trade department assess them with the help of quality department.
iv. Open letter credit of the selected tender and empower an inspection company to
check the material's quality at supplier's premises.
v. When the materials reach the company, the quality department takes samples
according to adopted sampling methods and analyse them in the company's
laboratories.
vi. If the materials complied with their specification, the trade department sends a
letter to the Libyan central bank to transfer the remaining money as a deposit
needed by the supplier. If any of the contract's requirements have been found
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unconfirmed, then the supplier should be called to discuss with him the analysis
results and the next steps to be taken.
The implications of these results will be discussed in chapter seven.
•Customer satisfaction
A question was asked to the top management about procedures taken to satisfy and to
measure customer satisfaction. The respondents indicated that the only procedures in
the company relating to customer satisfaction are the receiving of customer's
complaints by the sales department to see what kind of problems the customers faced.
They outlined that no annual survey to measure customer satisfaction is carried out in
the company. Also, they added that the complaints usually happened from defects in
handling or in transportation. The customers only introduce their orders without
negotiating specific quality requirements as the respondents revealed that the majority
of the company's customers are from public sector organisations according to General
Popular Committee act. The customer's requirements have not been addressed in the
product design processes in the organisation because of the company's products are
produced according to specific specifications. The implications of these results will be
discussed in chapter seven.
•Employee involvement and empowerment
The middle managers and supervisors' responses argued that employee involvement
and empowerment in decision making was demonstrated in the shop floor. The
employee can take his decision to stop the production process if anything unusual
happened and then call his supervisor to discuss with him what he should do. The
employee can introduce his view related to the problem to his supervisor. The
supervisor needs to tell his manager or report to him about the problem directly for
advice. Some respondents cited that some tasks need a greater level of skill and
knowledgeable employees. Others stated that the presence of low education inhibited
empowerment of employees. Similar to case study A when any problem occurred, the
management assigns a specific technical committee from managers and supervisors who
are related to that problem to give their solutions and to write a report to the
management. These results and their implications will be discussed in chapter seven.
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•Use statistical techniques
The responses of middle management respondents revealed that the company did not
use statistical techniques and methods. Some of the respondents stated that no one in
the company was qualified to use those statistical techniques and methods. Others
referred to no training programs in this field, held in the company or the management
nominated any of its staff to attend this type of training programs. The implications of
these results will be discussed in chapter seven.
-Product identification and traceability
The respondents revealed that the identification of products in the company are used for
final products, they mentioned that the identification process is used for final products
only by using three coloured cards. They added, no bar-code label system is present.
But the traceability process is carried out by tracing the components, semi-finished and
final products. The respondents gave the purpose of traceability in their responses as to
ensure quality in every stage as they said.
The summary of the procedures were used to identify and trace the products, were
mentioned by the interview responses as below:
i. Ensure that raw materials comply with technical specifications.
ii. Ensure the quality of semi product in every production process.
iii. Ensure the quality of final product.
Some supervisors' responses were highlighted in the interviews with them that the
organisation often recorded and maintained documents of identification of final
products through the use of three coloured cards. Others, to the supervisors, responded
that it was not a continuity process. The rest of the supervisors cited it was not a precise
process because of no modern computerised system to trace company's products in the
production processes. The implications of these results will be discussed in chapter
seven.
-Communication
Usually the cross-sectional coordination for any work takes place in the level of the
general directorate and not between their different departments. There was limited
coordination between different departments in different directorates but with pre-
permission from the general managers of the general directorate. The respondents
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outlined that the presence of a hierarchical traditional structure makes the management
follow the organisational structure. Also, some respondents revealed that the
coordination between departments was carried out through formal letters between
different departments. Consequently, the communication methods at the company, as in
the middle management respondents' responses, are:
	
i.	 Direct meetings between departments in one general directorate.
Working in technical committees.
Phone calls.
	
iv.	 Internal writing messages.
The coordination and communication between the company and its suppliers were
carried out by using two methods as the interviewed middle management respondents
said relating to that question asked to them.
i. Direct communication through visits when a problem happened.
Indirect communication by using telephone calls and faxes.
With respect to the suppliers' involvement, the respondents indicated that the company
some times involved its suppliers in product improvement. From the respondents'
responses, the researcher found there was a lack of confidence when the respondents
said that the delay of managerial and financial procedures in Libyan governmental
departments developed a lack of a confidence between the company and its suppliers.
This resulted in dealing with many suppliers.
But in the communication between the company and its customers, three methods have
been used as middle management respondents pointed out in their responses in the
interviews.
i.	 Discussing of customer complaints.
Customer visits to the company.
Use of telephone calls and faxes.
The Internet as a modern communication tool was not present in the company as the
respondents revealed that no Internet access was available in the company. The
implications of these results will be discussed in chapter seven.
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6.1.2.3-Documents results
Similar to 6.1.1.3, one of the adopted data collection methods in this research was the
analysis of relevant documents related to the subject of the case study. Conducting of
interviews in a company's site and getting formal permission from the general director
helped the researcher to go through all required and available documents more easily.
From the documents that were seen by the researcher, the quality department only
document the quarterly quality reports that have been handed over to top management
in their meeting. The quality department also have documented some of the quality
reports that have been handed over to the Industrial Secretary in the company's district
when it requested them. The quality reports highlighted that the company is suffering
from a high percentage of nonconforming products. The traceability process for the
company's products was carried out for final products by using three different coloured
cards. The red card is used for nonconforming products, the white card for the products
that have a problem but could be recovered or sold as second quality grade, while the
green card is used for conforming products to the company's specifications.
The adopted organisational structure showed that a hierarchical structure is prevalent in
the company management approach. This caused a lack of cross-sectional coordination
between different departments. The required qualification as defined in job descriptions
is limited to vague education and experience. It does not cover required training and
skills. The job description is not available with job holders in every department. It is
available mainly in the administration department. No changes on the job description of
the company have taken place since the company's establishment date in 1979. Also,
some of the company's documents indicated that the company is suffering from
turnover of managers and other staff. The researcher browsed some documents and
noticed that it happened frequently.
The researcher noticed that there was a problem in work environment, as it was reported
in some letters between the production department and general director.
6.2-LNCSM management findings
According to the law number 5 of the year 1990 of General People's Congress and the
general popular committee decree number 61 of the year 1991 concerning the national
centre for standardisation and metrology, the LNCSM is the governmental department
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responsible for drafting and issuing national standards in all fields. Likewise, LNCSM
is developing and improving quality methods and encouraging Libyan organisations to
adopt quality systems and techniques. Also, the centre is responsible for giving advice
in the fields of standards and quality. Regarding the calibration, the centre is
responsible to carry out calibration and issuing calibration certificates for Libyan
organisations.
The researcher asked the management of the centre (seven members) some questions
about quality awareness programs, the centre's role in adopting QMS-ISO 9000
standards implementation by the Libyan organisations and the kinds of help it provides
to the LMPSOs in this field. These questions were asked to know further about the
impact of governmental departments on the certification in Libya. Accordingly, during
the interviews the management was asked about quality awareness programs the centre
organises. Their answers were that the centre issues a bulletin every six months
covering some subjects on standards, quality and metrology issues. Furthermore, every
year the centre organises one conference in the standardisation field and invites all
manufacturing and services Libyan organisations to attend the conference.
Questions about the role of the centre in ISO 9000 standards and QMS adaptation by
LMPSOs were asked in the interviews. The responses revealed that in its establishment
law, this centre is responsible for all quality issues that improve an organisation's
system to produce high quality products that satisfy customers. But, when the
researcher was collecting the data, the ISO 9000 standards have not been adopted in the
Arabic language yet. The centre could only help the Libyan organisations that
requested it for help in the certification with providing them the English copy of ISO
9000 standards. The centre has organised only one training program in the year 2000
about ISO 9001:2000. It was given by the former general director of the centre. There
is no coordination between LNCSM and LMPSOs that are certified or are preparing to
be certified with the certification. Similarly, there is no coordination between LNCSM
and other governmental departments responsible for the performance of LMPSOs such
as Popular Committee of Production Affaires in the certification issues.
Questions about the calibration were asked to the centre's management. The
respondents cited that some manufacturing organisations requested the centre to
calibrate their equipment and instruments, especially those certified with the
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certification during their registration process. But no calibration certificate was issued,
up to now, because of the lack of availability of calibration laboratories.
Relating to the management experience in this field, a question was asked about barriers
facing the Libyan manufacturing organisations to implement ISO 9000 standards. Their
responses were as below:
i. Lack of awareness of the ISO 9000 standards at most of the Libyan authorities'
departments and most manufacturing organisations.
ii. Lack of specialist local consultancy bureaus to help in implementing ISO 9000
standards.
iii. There are no efforts from the government to encourage the Libyan organisations
to adopt the certification.
iv. There are no expert people in implementation of QMS in the organisations.
v. There is no local calibration agency working in the country.
Another question was asked about difficulties facing the LNCSM to do its role ideally
in this field. The respondents' answers are:
i. Lack of financial support from the government.
ii. No skilled staff in the field of ISO 9000 standards implementation and
calibration issues.
iii. No presence of calibration laboratories in the centre.
iv. There are no training programs to the centre's staff relating to quality and
calibration issues.
The implications of these results will be discussed in chapter seven.
6.3-Chapter summary
In this chapter, the researcher displayed the findings from semi-structured interviews'
responses and reviewing documents from the two case study companies and
interviewing LNCSM management. The chosen case study strategy in this research
provides valuable in-depth information about barriers affecting implementation of
QMS-ISO 9000 in the two Libyan manufacturing organisations. The presented findings
supported the need to study the situation of QMS implementation in the Libyan
manufacturing organisations. They have helped to the fourth objective achievement
"Investigate barriers and affecting implementation of a quality management system-ISO
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9000 in Libyan case studies". The findings highlighted some important issues, for
example, the main reason for seeking the certification is for marketing purposes and the
ISO certified company reported a higher awareness level of ISO 9000 standards issues
than the noncertified company. Also, there is similarity in some barriers between the
two case study companies especially in external, organisational and organisational
culture. A comparison between the responses of managers and supervisors in each case
study have been carried out to determine which barriers they collectively agree upon. In
the next chapter, the findings will be discussed and compared with the literature to see
what is unique or similar to Arabic, Islamic, Western and other countries.
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CHAPTER SEVEN
DISCUSSION AND IMPLICATIONS OF THE
DATA COLLECTED
7.0-Introduction
In this chapter, the researcher is going to discuss in-depth the findings of this study, to
link the obtained findings with the literature review and to mention their implications.
The discussion and analysis of collected data will be based on the aim, four objectives
stated in chapter one and research questions identified in chapter five of this research.
Also, it will be based on the conceptual framework developed in chapter three, which
has enabled the researcher to assess the barriers that affect implementation of ISO 9000
standards in LMPS0s.
In particular, the critique within this chapter will discuss implications for Libya and its
unique environment. That critique shall discuss which barriers are similar to the Arabic
and Islamic countries, similar to the west countries and those, which are unique to
Libya. Also, this chapter critiques the methods used within this research, their success,
failures and appropriateness as limitations to this type of study. It discusses
contribution to knowledge including originality as well.
7.1-Reasons for seeking ISO 9000 certification
This research has identified the reasons made by the certified company (case study A)
that had the desire to adopt the certification. The main reason was to export products
abroad especially to the EU countries, which insist that their suppliers should have the
certification. The export of products is to verify the Libyan authorities' demand to
support the national revenue which depends mainly on oil and to diversify national
income resources to gain foreign currency needed to buy necessary materials from
abroad. It can be implied that the certification was considered mainly as a marketing
tool. This finding was similar and consistent to what were mentioned in the literature
like Arabic studies done by Magd et al. (2003), Al-Khalifa and Aspinwall (2000) and
Tayyara et al. (2000). Al-Khalifa and Aspinwall mentioned that the seeking of the
certification was a marketing tool and went on to say it is the main reason for
organisations to seek the certification in the Gulf countries. The similarity with some
Arabic countries resulted from a lack of variety in resources of their national income,
which essentially depend on oil. It was also identified in Islamic studies done by Awan
and Bhatti (2003) and Western studies done by Santos and Escanciano (2002), Wiele et
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al. (2001), Fuentes et al., (2000), Lipovatz et al. (1999), Askey and Malcolm (1997),
Bryde and Slocock (1998), Vorely (1998) and Taylor (1995) who said that organisations
become registered to ISO 9000 standards to enter the European market which demand
the certification as a necessary requirement to import goods from other markets.
The second reason revealed by the majority of the top management, middle
management and supervisor respondents, was to improve the company's image in
national and international markets. That means, in the eyes of internal and external
customers and suppliers, they gain international and national recognition through raising
customer confidence that the company is producing good quality products. The
company can use the certification as an advertising tool in the media to get recognition.
This reason is consistent with findings of other studies by Tayarra et al. (2000), Tang
and Kam (1999), Santos and Escanciano (2002), Tsiotras and Gotzamani (1996) and
Taylor (1995). The implication of this finding is that it is similar to the findings of
Arabic, Asian and Western countries' studies.
From the feedback of the respondents, another external reason that drove the seeking of
the certification in case study A was the number of external customers who were asking
for the certification as some of the company's products are raw materials to other
industries and some of its customers became certified. These customers wanted the
company to be certified to verify their requirement that their suppliers should have the
certification, to gain confidence that the supplied materials are a good quality and to
minimise their efforts in quality assessment procedures. This finding is consistent with
the findings of studies done by Devos et al. (1996) who highlighted that the certification
adds credibility to the suppliers that make them reduce the assessment procedures when
shipments arrive. Also, Bryde and Slocock (1998) quoted Griffin (1995) who
highlighted that the certification is a license to trade. It is clear that this finding is
similar to Western countries' studies.
From the feedback of the respondents in case study A, the customer satisfaction as a
reason to seek certification, which the new version of ISO 9000 standards emphasise,
was only given by a few of the respondents. That was in contrast with the company's
vision and mission statements given in the company's quality manual, where the vision
is "to be recognised by the market as a successful leader in our field through our
proven ability to consistently satisfy our customers' requirements" and the mission is
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"to deliver our products to our customers to provide sustainable competitive advantage
for them". There is an implication here that the company does not work to satisfy their
customers and plan to work beyond customer satisfaction to customer expectations as in
the new standard and there is a lack of employees knowing future ambitions of the
company. The first finding is similar to studies' findings carried out by Quazi et al.
(2002) and Fuentes et al. (2000) who highlighted that lack of commitment to satisfy
customers is a big problem to implement the new standard. It is in contrast with what
Macedo-Soares and Lukas (1996) revealed that any organisation that seeks to be
certified with the certification should explicitly quote customer satisfaction. The second
finding is similar to Quazi et al. (2002) study's findings that lack of shared vision and
mission is a barrier to implement the ISO 9000 standards in many organisations. The
researcher believes that the top management need to attend more training programs
related to the new standard to follow up all the requirements specified by the eight
principles of the standard and to deal with customer satisfaction as an important factor
in assessment of the effectiveness and implementation of QMS.
The other internal reasons for seeking the certification mentioned in table 5.1 were
consistent with Tayyare et al. (2000), Santos and Escanciano (2002), Fuentes et al.
(2000), Lipovatz et al. (1999), Mo and Chan (1997) and Tsiotras and Gotzamani (1996)
who stated that one of the main reasons is to get internal organisational improvement
such as establishing a formal system in the organisations, improve performance and
simplify the procedures as a contract with clients. Thus it can be implied that these
findings were similar to Arabic, Western and Australian organisations.
From the feedback of case study A responses, not one of the top management members
outlined that the company sought the certification for further quality initiatives or a
journey of TQM, because not one of the top management members, have good
knowledge about TQM principles and they did not recognise the difference between
TQM and ISO 9000 standards in their answers when they mentioned that the company
has got the certification of TQM system. It can be implied that they are mixing getting
the certification with achieving TQM. The findings of this research regarding reasons,
which made case study A seek the certification highlighted that the lack in
implementing TQM philosophy in Libya is similar to what was found in the literature
review in Arabic studies. This result can be anticipated from the responses, as Libyan
organisations only started the certification in the late 1990s, therefore, do not have
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enough understanding of ISO 9000 standards. This finding is consistent with what Zairi
(1996, 421) said, "middle east countries emphasise on the certification rather than Total
Quality Management".
Recently, one of the main reasons for seeking the certification according to the new
standard is a tool for continuous improvement (Cl) which was not a reason why the
Libyan case study A sought the certification. Thus it can be implied that there was a
lack of understanding of the new standard purposes. This finding is similar to other
studies' findings carried out in Arabic countries by Al-Khalifa and Aspinwall (2000)
and in Islamic countries by Erdal and Ghosh (1997). The QMS implemented in case
study A can fail in the maintenance process or continue as an ineffective system if the
staff and employees misunderstand the main purposes of the certification.
Many reasons for seeking the certification, mentioned in the literature review, were not
mentioned in the findings of this research such as:
•To improve productivity found out by Arabic researchers as Al-Khalifa and Aspinwall
(2000) and Tayyara et al. (2000), Western countries by Fuentes et al. (2000) and Taylor
(1995), and Asian by Tsiotras and Gotzamani (1996).
•To improve communication inside and outside the organisation found out in Western
studies by Fuentes et al. (2000) and Asian studies done by Tang and Kam (1999).
-To minimise in product or service cost found out in Western studies by Santos and
Escanciano (2002), Fuentes et al. (2000) and Devos et al. (1996).
•To increase the awareness of quality issues through the organisation (Fuentes et al.,
2000).
"To motivate an organisation's employees and to improve employee participation in
Western studies done by Fuentes et al. (2000).
From the feedback of the respondents in the noncertified company (case study B), the
reasons that made the company not seek the certification is because the company is
producing products for the local market and it does not export part of its products.
Also, the company is worried that their products' prices can not compete in
international markets. The products are more expensive, even in the Libyan market,
compared to imported similar products because of the high percentage of waste
products. The respondents believe that their products are complying with DIN
standards, which is enough for high quality. It can be implied that the respondents in
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case study B think that their products are satisfying their local customers and there is no
need to adopt another kind of improvement. The respondents are not aware that even
the local customer demands are changing between time to time and the QMS
implementation can help the company for continuous improvement. Also, they
misunderstood that the company can compete in local and international markets. It was
a lack of understanding the certification purposes. Unfortunately, if this lack of
understanding is widespread in Libyan manufacturing companies then the uptake of the
certification will be very limited compared to the west where quality awareness, such as
TQM awareness levels are higher.
7.2-Benefits of the certification
This research has defined some external and internal benefits that case study A has
obtained after the certification. The increase of export opportunities, of some products,
after the certification and of a company's products sales in the local market came from
improvement of the company's reputation internationally and locally as derived from
some of the top management responses. They said, it was a tangible affect on the
company's products through the increase of exportation figures, the company exported
products in the year after certification for 19,727,000 Libyan Dinar (equal to US $
14,721,642). Also, case study A, after the certification, is considered as one of the most
successful companies in the Libyan manufacturing public sector organisations. By the
certification, the company can verify the Libyan authorities' demands to export part of
their production. This finding was similar and supported the findings carried out in
Arabic countries' studies by Tayyara et al. (2000), Western studies by Poksinska et al.
(2002) and Asian studies by Koo et al. (1998), who cited that adopting of the
certification improves an organisation's quality image. Accordingly, the respondents'
responses feedback outlined that the QMS implementation helped the company to detect
nonconformance cases through internal audits and management review results and
taking corrective actions in the proper time. The existence of a documented system,
using written work procedures, instructions and using a quality manual made reviewing,
controlling and the reference to the procedures being carried out was very easy. These
findings were in line with other authors' findings in Western studies by Poksinska et al.
(2002) and Askey and Malcolm (1997) and Asian studies by Koo et al. (1998), who
outlined that the improvements to be achieved after the certification were like an
effective paper flow system and increased awareness of preventive and corrective
actions. The internal audits and management review meeting reports in 2003,
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mentioned in chapter five clarified that case study A's staff concentrated on corrective
actions to make QMS implementation more effective rather than preventive actions.
Thus it can be implied that there was similarity of the certification benefits in this
research and some of the Arabic, Asian and Western countries' organisations.
The negative responses of case study A's respondents regarding the intangible effect of
the certification and QMS implementation on the company's products resulted from
nothing being changed. The company produced high quality products before the
certification and it got two international quality awards before the certification. These
quality awards are the sixth European quality award in Madrid in 1992 and the Gold
international American quality products award in 1998. It can be implied that these
negative responses are natural change resistance towards the QMS and the system has
not been applied effectively.
The feedback of many research projects, introduced by many authors in the literature,
revealed many benefits that were not mentioned by the respondents in this study. For
example, improving supplier relationships, decreasing nonconformities, customer's
satisfaction and team participation were indicated by Casadesus and Karapetrovic
(2003). Quality awareness and an improved measurement system were pointed out by
Yahya and Goh (2000) Brown and Wiele (1995), Erdal and Ghosh (1997) and Koo et
al. (1998) quoted that Yung (1997), Adanur and Allen (1995) and Dale (1994).
Improving the efficiency, increasing the productivity, reduction in waste and cost of
products or services, increase the personnel motivation and decision-making support
were stated by Singels et al. (2001). Quazi et al. (2002), Koo et al. (1998), Motwani et
al. (1996) and Tricker (1997) mentioned that the benefits that could be gotten by the
manufacturers when they apply the quality assurance system in their organisations is a
reduction in manufacturing and production costs because of less wastage and fewer
rejects. Martinez-Costa and Martinez-Lorente (2003) cited that one advantage of the
new standard is generating less paper work. Provision of a foundation for TQM is one
of the certification benefits stated by Beskese and Cebeci (2001), Poksinska et al.
2002), Tang and Kam (1999) and Koo et al. (1998). The improvements to be achieved
after the certification like an improved internal and external communication were cited
by Beskese and Cebeci (2001), Koo et al. (1998), Rothery (1993) and Brown and Wiele
(1995). Improvement of work environment in the organisation was outlined by
Casadesus and Gimenez (2000) and Koo et al. (1998). The certification makes a good
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relation between the organisations and their customers, increased customer satisfaction
and increased on time delivery to customers {Martinez-Costa and Martinez-Lorente
(2003), Poksinska et al. (2002), Quazi et al. (2002), Beskese and Cebeci (2001), Tang
and Kam (1999), Koo et al. (1998), Askey and Malcolm (1997) and Brown and Wiele
(1995)}. Casadesus and Gimenez (2000) and Koo et al. (1998) quoted the Lloyd's
Register Quality Assurance (1994) and BSI who cited reduction in the number of audit
procedures from the customers is a benefit of the certification. More competitor respect
usually obtained by the organisations with the certification (Brown and Wide, 1995).
Thus it can be implied that there was some differences in benefits of the certification in
this research and Arabic, Islamic, EU, and Asian countries organisations and there is a
lack of understanding of the real benefits of the certification. This finding is similar to
Erdal and Ghosh (1997) and Taylor (1995). The managers and supervisors have a
similar opinion on barriers and selected statements in the questionnaire related to lack of
understanding of benefits. This lack of understanding the certification benefits may be
due to the lecturer who gave the awareness program. He was initially qualified and had
substantially more experience of ISO 9000:1994 standards, and not in the new standard,
which mainly focuses on customer satisfaction and CI. This finding is unique as it has
not been found in the literature review. The organisation's top management believed
that an effective way for management and employees to be familiar with ISO 9001:2000
standard and understanding its requirements is to hire a consultant who knows more
about the standard. That consultant could be recommended by the manufacturing
company that got the certification according to ISO 9000:1994. This implication was
supported by one supervisor response who cited that usually one consultant from the
hired consultancy company helped the company A in the implementation process.
7.3-Barriers
The key element of this study was to identify and investigate the barriers affecting
QMS-ISO 9000 implementation in Libyan manufacturing public sector organisations.
7.3.1-Libyan authorities (Libyan government) impact
The feedback from the two case studies and LNCSM staff responses highlighted that the
Libyan authorities did not do anything to push the LMPSOs to implement ISO 9000
standards and become certified with the certification after its legislations of law number
5/1990 and the decree number 61 of the year 1991 concerning the establishment of
LNCSM. The only thing that the production affaires secretary (where LMPSOs
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recently belong to) did in this field recently, was sending a letter to let the
manufacturing organisations know that there was an ISO 9000 standard training
program in May 2003 and they can send some people to attend. No one from the two
case studies attended that program because it was a high cost, as they said, every
candidate needs to pay 750 Libyan Dinar (equal $560) for a five day training course.
They used to pay about 300 Libyan Dinar for a six day training course. No financial
support from the government to the Libyan organisations to help in implementing QMS,
(no direct financial budget) was given to any company which wishes to start the
registration process. Likewise, there was no indirect support, such as introducing free
training programs, related to QMS, inside or outside the country. Some of case study A
respondents pointed out that the availability of financial resources in local currency is
not a big problem. The company has the financial resource in the implementation and
to maintain the QMS while it did not receive any financial assistance from any Libyan
governmental department. But lack of financial resources was a result of budget
restrictions in the public sector, the top management respondents said. The Budget
restrictions are that the companies in public sector need permission from General
Popular's Committee (Ministries Council) to transfer the allocated monies from one
item of the budget to another when the company finishes the approved specified
amount. Thus it can be implied here that budget restrictions was a barrier retarding the
implementation of the new standard in case study A due to delaying the start of the
implementation process. For example, delaying to bring a consultant or carrying out
calibration. Then the budget restrictions is an unique barrier in this study and not
reported in the literature before.
The top management, middle management and supervisors in case study A feel that the
lack of financial support from the government has affected the start of implementation
of the system as the company belongs to the public sector. To embark on implementing
QMS, the Libyan manufacturing public sector organisations have to put the
implementing cost in the development item of their proposed financial budget when
they submit for approving to the Planning Popular Committee (Planning Ministry)
before handing to General Popular Committee for final approval. Sometimes the
development item may be reduced or eliminated from the General Popular Committee.
Also, the decrease in oil prices in the 1980s, in the international market resulted in a
shortage in the national revenue of the country where the oil is the main source of
national revenue. Therefore, the Libyan authorities reduced investment volume in the
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manufacturing public sector from the year 1986. That affected the two case study
companies by no big improvements in technology occurring. The only exception was
the installing of some equipment, such as one piece of modern equipment, in the
production line of case study B. These reasons caused a lack of development and
improvement programs of existing infrastructure and the work environment as the
middle management respondents indicated. From the quality documents and records of
case study A, the outcome of one product does not in all cases match its technical
specification as a final product in the first quarter of the year 2003. That was because
one analysis set was not working in that period and no action was performed for a while
to correct the situation or seeking the cause of nonconforming products as the feedback
of the respondents were indicated. The existence of poor machines made the company
pay too much money in the maintenance and low productivity, which raises the cost of
products. The products, of high cost, can not help the company to compete in the global
market. Also, the presence of a poor work environment can lead employees to become
bored with their job. Curry and Kadasah (2002) quoted Mersha (1997) who suggests
that governments in developing countries should provide an appropriate environment
with reasonable infrastructure for industry as a whole. The lack of insufficient
technology finding is similar to a study by Zhao et al. (1995). The difficulty to procure
raw materials for the two case study companies in a planned time resulted to stopping
the production process from time to time, which led to losing customer confidence that
the company has the ability to fulfil customer demands. In case study B, the
respondents cited that the company did not have enough financial resources to run
quality activities, such as training programs, was a problem and the top management
was convinced that to initiate any new system in the company it needs enough financial
resources. Now the company can only pay the staff's salaries from the production sales,
it can not start any other programs in the absence of government financial support to
initiate a QMS programme.
The lack of Libyan authorities' financial support is similar to Arabic studies carried out
by Al-Zamani et al. (2002), Tayyara et al. (2000) and Al-Khalifa and Aspinwall (2000),
and other general studies such as Brown et al. (1998) who revealed that lack of financial
support from governments to push organisations in the country, to be certified, is a
major barrier inhibiting organisations to get the certification.
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Another issue related to a lack of the Libyan authorities to push LMPSOs to be certified
with the certification, as respondents of a case study A and LNCSM management
highlighted, that they did not adopt a national quality program similar to some Arabic
countries. The Tunisian government (Arabic country) helps their organisations to be
certified in 50% of certification fees and 25% of them paid in settlements. This
program involves free quality awareness sessions and visits from national standard and
quality bodies to the organisation to introduce free advice to solve problems related to
the QMS issues. In general, it can be implied that there is a lack of Libyan authorities'
support which is similar to Arabic studies done by Al-Zamany et al. (2002) and Tayyara
et al. (2000) and Islamic studies by Amar and Zain (2002). But this is contrary to
Lipovatz et al. (1999) who found that development of the existing infrastructure must
represent major priorities for any government in its effort to support quality
management system issues in the country. In addition, the reluctance in the Libyan
authorities' support is in contrast with Quazi and Padibjo (1998), who stated that the
Singapore government has been very proactive in promoting quality and its role in
supporting the quality movement.
According to feedback from LNCSM (a governmental department) members and
management of the two case studies, the role of LNCSM as in its establishment laws
(act no. 5/1990 and act no.61/1991) was absent in adopting the certification in Libya.
There was an intangible role of the centre to provide education and training programs,
awareness programs, enrichment programs and specific studies to managers and staff of
Libyan organisations relating to quality issues. The reasons were represented in the
following:
i. 'Lack of human resources in the centre such as lack of knowledgeable and expert
people who know ISO 9000 standards and QMS issues that resulted from lack of
training programs related to ISO 9001:2000 standard and QMS implementation
inside or outside Libya. They attended some training programs related to ISO
9000 version 1994 inside and outside the country. The managers in the LNCSM
who have the opportunity to attend training programs especially abroad. For
example, three of the centre's management respondents attended one training
program held in Tripoli (capital city of Libya) in 1999 about ISO 9000 standards
implementation, which was organised for the oil sector companies by a Maltese
Company working in the quality field. Another four of the centre's management
(one of them was former general director) attended a two day workshop which
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took place in Tunisia in 2000, it was organised free by the International
Organisation for Standardisation (ISO) to its members. The respondents cited
that only the former general director (who had left the centre in 2001) attended a
training program to prepare accredited external auditors for five days in Syria in
1999. This program was organised free by ISO to its members as well. The
three training programs, attended by the centre's management staff, were free
which was a chance for the centre's management to prepare some of its staff in
issues related to the new standard. Thus it can be implied that managers of
Libyan governmental departments have had more opportunity to attend outside
training programs, in order to get the overseas visit's advantages such as bucket
money in US Dollars and free travelling tickets. This kind of Libyan manager's
attitude will inhibit the other staff and employees to learn more about ISO 9000
standards and QMS implementation issues from qualified people presented in
those events. These lead to a lack of qualified people in the new standard and
issues in LNCSM which has direct effects on Libyan manufacturing
organisations in the providing of awareness and training programs as a
minimum. The obsession of general managers to get overseas visit's advantages
finding is unique in this research and was not cited in the literature review
before.
ii. Lack of financial resources in its budget resulted to lack of its role in raising
awareness of ISO 9000 standards in the country, as the centre is a governmental
department that means it works under restrictions of approved annual budget.
iii. The centre management is concentrating on preparing national standards and
specification rather than concentrating on this field.
iv. Lack of infrastructure necessary for this kind of institute, for example, no
calibration laboratories to carry out calibration and issues related to the
certificates.
The LNCSM has not adopted the new standard yet. When an organisation in Libya has
the desire to implement the ISO 9000 standards it will have a difficulty to interpret
those standards because of the lack of skilled people in the organisations in QMS to
interpret them (these standards need a professional technical interpreter in this field) and
there is no copy of ISO 9001 & 9004 standards in the Arabic language (approved by the
LNCSM) as a national standard for them to rely on. The researcher considers, that the
organisation, which wants to get the certification and use a foreign consultant to help in
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the registration process, will encounter problems to understand the new standards'
requirements because of difficulty in interpretation and technical translation. It can be
implied that there was a lack of LNCSM role in interpreting documents, guidance,
manuals and codes of practices of the new standards to Arabic language to become
easier for people in the companies to read and understand technical terms when
explained by trainers. The presence of these documents in English, not in Arabic
language, retards understanding of the new standard's requirements and its
implementation issues. This finding supported what was found by Rohitratana and
Boon-itt (2001) who outlined that an availability of materials or manuals related to the
new standard in English language in a country where its formal language is not English
can prevent the understanding and implementing of the new standard.
The interviewed respondents in case study A identified that the political structure
(socialism) of the country and other imposed policies and procedures resulted to
overstaff (featherbedding system) in the organisation of an unskilled Libyan workforce.
In the 1980s, the Libyan government departments, which controlled public sector
organisations, imposed some policies and procedures on the manufacturing
organisations by appointing or recruiting some Libyan people, either skilled or not, to
employ in those organisations. The aim of that employment programme was to avoid
unemployment in the country. Consequently, the overstaffed unskilled workforce
caused an increase in the product costs. Accordingly that creates a difficulty to the
company to find an outside market for its products and mainly the company exports to
the neighbouring countries where the road transportation is cheap (that reduces cost to
the purchasers in these countries). Also, the unskilled workforce needed intensive job
day training programs by the supervisors, which took the supervisors' time instead of
looking to the productivity. Thus it can be implied that the overstaffed unskilled
workforce resulted in a rise in cost of products and low levels of productivity. The
overstaffed workforce included some with low levels of education that resulted in a
difficulty of understanding the purposes and benefits of the certification and to do the
job according to the new requirements. This finding is similar to one Asian country's
study done by Glover and Siu (2000), who pointed out that this featherbedding system,
can help to avoid unemployment but make the organisations overstaffed. Likewise,
Zhao et al. (1995) who mentioned unskilled employees are another inhibitor to
implementing the QMS-ISO 9000 in organisations in India, China and Mexico. Madu
(1997) and Taylor (1995) similarly cited that the policy makers in developing countries
194
should be aware that unskilled manpower and others affect work performance and the
quality programs may not be easily implemented.
There was non stability of executive managers in the two case studies, which were
changed many times as the manufacturing public sector belongs to the government, the
executive managers are appointed or set aside by the general popular committee
(Council of Ministries) for any reason which resulted in appointing an unqualified
person in QMS and new standards implementation. The executive managers do not feel
they can stay in their position for a long time. In this case they do not plan and work for
long term to achieve the company's objectives and company's vision and mission, their
work becomes day—by day (fire fighting). The middle management and supervisors of
the two case studies described that as a kind of government intervention. It can be
implied that the non stability of executive managers affects the new standard's
implementation in the Libyan organisations where implementation of these standards is
a plan for long term survival of the company and the quality's responsibilities and
authorities not being followed due to unstable managers at case study A. This finding is
similar to the findings of other Arabic research found out by Al-Zamany et al. (2002) in
their study on QM implementation issues. It is therefore, suggested by the researcher
that the stability of executive managers in case study A will help in implementing an
effective QMS in the company. The instability of executive managers is a kind of
Libyan authorities' intervention. It will affect in the long term the companies' progress.
Also, the similarity of this finding with findings of Arabic studies means similarity in
adopting of government intervention policy in public sectors by Arabic countries.
The respondents of case study A identified one of the other governmental interventions,
which have affected the QMS implementation in the organisation. This, according to
them is five controller governmental departments, which were established by the
General Popular Congress (Parliament in other countries) to control public sector
organisations. The Libyan authorities established these departments in different times.
Every department has been given some authorities and tasks. But at the end they
interfere with each other in their tasks and each one of them has the authority to control
LMPSOs technically and financially. They accept only the written technical
committee's opinion and not individual opinion, in their judgment regarding any
decision taken, related to the organisation's performance. Employees did not wish to be
involved in taking decisions in their job as a fear from legal accountability from these
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departments. The top management who are responsible for any problems are
accountable to these controller departments. Hence, they found it difficult to empower
the employees in decision making. The Libyan authorities thought that this number of
controller departments can control and avoid any kind of fraud such as financial
cheating. Thus it can be implied that the multiplicity of controller departments in the
country affected the QMS implementation through lack of employee involvement and
empowerment. This finding is unique as it has not been found in the literature.
The management responses in case study A pointed out that the existing policies like
the law number 15/1981 (restriction of Libyan employees' salaries in public sector
organisations) limited employee motivation in their shop floors due to not getting
enough wages for their life expenses. The management stands unable to motivate and
reward employees and departments that apply effective QMS such as amount paid for
overtime which is also limited by this law, or any other financial reward. It is implied
that this law inhibits implementation of QMS programs and by not getting full
commitment and participation from employees and middle managers to make them act
as resistors to QMS implementation to maintain it. This finding is unique in this
research and was not indicated in Arabic, Islamic, Asian and Western countries studies.
By this law, the top management stands helpless to reward prominent staff and
employees who apply the system effectively, it is a kind of lack in leadership. This
finding is different to Martinez-Lorente et al.'s (1998) finding who argued that top
management has to provide the necessary leadership to motivate all employees.
Case study A was affected by trade procedures in importing needed materials such as
raw materials, and in the exporting of products. The respondents stated that the
essential imported tariff in custom procedures was high, the imported raw materials and
other operational preliminary materials undergoing to over 15% custom's fees and 20%
as production tax (this tax was imposed in the beginning of the 1990s). Also, the
custom's procedures in foreign trade were adapted to be consistent with importing more
than exporting because Libya used to import rather than to export products except oil.
That is why oil export has special procedures and not involved in any custom
procedures as the main strategy product in the country. The demand of Libyan
authorities from LMPSOs to export some of their products came recently in the 1990s
to gain foreign currency required to buy their necessary needs from abroad. It can be
implied here, that the export of manufacturing products is a new policy in Libya and the
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present trade and custom's procedures can affect the competition of LMPSOs in
international market and affect seeking the certification in Libyan organisations. The
similarity of this finding with Arabic studies' findings by Al-Zamany et al. (2002) and
Tayyarra et al. (2000) resulted from unique trading procedures have been adopted by
members of the League of Arab States. This finding is also similar to what Madu
(1997) said that businesses in many developing economy countries often have been
sheltered from competition in the markets due to protectionism and government
intervention in foreign trades.
The importance of a company's relationship with other local authorities to success of
QMS implementation was addressed by some of the interviewees in the case study A
and LNCSM. Accordingly, the governmental departments are usually not keen to deal
with the company's procedures in more speed than the usual taken time because of a
lack of awareness that the company should follow planned and timed schedules in QMS
implementation in registration or maintenance processes when it is paying calibration or
consultant fees, as an example. The company's relationship with the governmental
departments in Libya should be good and to facilitate the company's procedures in these
departments, the personal relationship, kin-relationship and tribe-relationship play a
very important role in that kind of relationship. The company's procedures can be
accomplished by one of these relationships in a short time compared to the usual time
taken to finish them. Thus it can be implied that a lack of importance of ISO 9000
standards' awareness from Libyan governmental departments has affected the new
standard implementation in case study A. This finding is consistent with the finding of
Tayyara et al. (2000) who indicated that a lack of the ISO 9000 standards awareness
overall within society is a common barrier in Syrian organisations. The similarity here
with Arabic studies' findings came from the similarity of Arabic culture.
This research has highlighted that the two case study companies were not under
pressure from the Libyan authorities and external customers to implement the QMS.
The implementing of QMS is just the choice of case study A. The study has useful
implications for the Libyan authorities to encourage their organisations to adopt QMS-
ISO 9000, to support the Libyan economy. The LMPSOs can support the oil revenue,
to strive and compete in international markets only if they commit and adopt the
certification for CI such as the first step to a quality improvement (QI) journey. Also, if
the Libyan authority provides a financial support to the organisations that have a
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difficulty to procure financial resources to implement the QMS and to establish
standardised laboratories in calibrations and quality, and give permission of foreign
branches of consultancy and certification body agencies to be established. It is clear
that the Libyan authority policies and the presence of poor infrastructure and technology
affected the companies towards competing in the international market. Also, the lack of
governmental support has retarded the company B to implement quality initiatives.
7.3.2-External consultancy and certification bodies
The case study A used a foreign consultancy agency in aiding them to implement the
QMS and in the system maintaining processes. That was done, because the company
did not have enough knowledgeable and skilled personnel in ISO 9000 standards
implementation and not enough professional managers to guide the registration process,
as the respondents said. The top management found it was better off contracting
experienced consultants and using their expertise for faster time implementation of the
ISO 9000 standards, the top management added. The lack of a national standards body
(LNCSM) role to give advice that help the company to implement the system and no
other local professional and qualified consultancy agencies in the new standard issues
can have the capability to help the company in the registration process were other
reasons made that case study A contracted an external consultant. It is very important
that local or foreign consultancy agencies wish to work to help Libyan companies to be
certified with the certification to use qualified Libyan or Arabic consultants who know
the Libyan culture and its work environment. They will facilitate the implementation
process. The role of the consultant was to give some awareness training programs to
management, helped in procedures documentation, established and determined
interliriked processes of the company and helped in the selection of the certification
body. In the point of view of the researcher, the consultant played a very important role
in the new standard implementation in Libya. Most of the barriers in the registration
process were overcome by him temporary, due to passing the external certification
audits, because some barriers came up to the surface again after the certification (in
maintenance process). The importance of the consultant role is similar to findings in
Western countries' studies done by Fuentes et al. (2000) and Carlsson and Carlsson
(1996).
The feedback of the respondents in case study A showed that, the company also
contracted with a foreign agency as a third party certification because there is no local
198
third party certification in the country at all. Also, the absence of LNCSM role in the
certification process, to help Libyan organisations in quality issues, according to its
establishment law. This procedure added a cost that is relatively high compared to if it
was a local certification body, or a foreign body, but it has a branch working in the
country that is accepting local currency. If this kind of agency is available in the
country, the procedures in contracting and exchange transactions are easier and there
will be no delay in waiting for procedures to finish. From the researcher's experience,
the company under the registration process needs to pay to a foreign certification body
that comes from outside the country about US $ 1000 per day work to the external
assessor plus travelling and accommodation expenses. The Libyan authorities need to
permit certification body agencies to open branches in the country to reduce the cost.
For example, Egypt and Tunisia have branches of international accredited certification
bodies. It can be implied that the unavailability of certification body agencies in Libya
can create a difficulty for the organisation that wishes to implement the standard due to
the rise in cost of the registration process. This finding is unique as it has not been
found in the literature.
The certification body now helps the company to maintain the QMS, because the
management review board felt that the company will lose the certification when it wants
to renew it. It is one of the company's procedures to maintain the certification as in the
respondents' responses. The nonconformance cases were frequent in internal audit
reports and no preventive actions have been done to prevent re-appearance of these
cases. Also, the board management team felt that the company did not achieve its
potential quality objectives that were addressed in the quality objectives document. For
example, objective number three in the Company's Quality Objectives Document for the
year 2003 indicates that "the company wants to increase marketing of its products by
90% to maintain local and international competition", but it could not achieve this
objective yet (up to September 2003). Thus it can be implied that some of the
company's quality objectives were unrealistic and were set before marketing studies
were carried out as a justification. The presence of unrealistic objectives in the
company was a result of lack of importance of posing realistic quality objectives from
the staff and employees in the company's departments. This was a result of low
attention being given by top management to training them in posing objectives in their
departments and sharing the company's objectives. This finding is unique in this
research and not stated in any other study's findings.
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The use of a certification body now to maintain the system in the company has another
implication that there was a lack of skilled personnel in case study A who have the
capability to maintain the system. It resulted from a lack of training and continuous
training programs where only one training programme involved preventive and
corrective actions and only one training programme in internal auditing for twenty
persons was held after the certification (in 2003). This finding was consistent with
studies' findings of Arabic {Al-Khalifa and Aspinwall (2000) and Tayyara et al.
(2000)), Islamic {Yahya and Goh (2001)), Western countries {Dickenson et al. (2000),
Fuentes et al. (2000) and Sharp et al. (2003)1, South America {Macedo-Soares and
Lukas (1996)}, Australia, New Zeeland {Tang and Kam (1999) and Samson (1997)1
and Asian {Glover and Siu (2000) and Ngai and Cheng (1997)), organisations. These
authors stated that an education and training program is an ongoing process that
facilitates continuous quality improvement in any organisation and insufficient training
programs in quality management and quality concepts are common barriers to
implementing the new standard in these countries. The insufficient and no continuous
training programs appear common barriers in developed and developing countries all
the same. The researcher believes that the high cost of the specific training programs
related to the new standard implementation issues impede case study A to run or send
their people to attend more training programs after the certification. This will affect CI
and maintaining of the certification processes in the organisations.
7.3.3-Cost of certification
The top management respondents in case study A highlighted that the future benefits
they are expecting to get from the certification make the cost of the consultant for the
preparation of registration of ISO 9001:2000 standard and fees of the certification body
are not high compared with its size, (they meant the profits from the exportation
process). They added, the certification cost was not high if the money that the company
paid for the certification was in local currency (Libyan Dinar) and not in foreign
currency because the company can procure the local money easier than foreign
currency. All the top management did not want to give specific figures regarding the
fees of consultant and third party certification (they knew the figures for the two
separate contractors) because it is one of the company's confidentialities as they
highlighted.
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There was slightly different opinion between managers and supervisors on the barrier
selected statement related to high cost in the questionnaire where managers disagree and
supervisors are uncertain because some of the supervisors did not know the registration
costs. Thus it can be implied that in Libyan culture, the management members do not
like to reveal financial figures to avoid putting themselves in trouble with the Libyan
authorities regarding their financial expenditures. In contrast, in the literature some
studies, even Arabic studies, indicated the fees of consultant and certification body, for
example, Magd et al. (2003) highlighted in his study the average costs of implementing
the new standard in Saudi Arabia.
The hire of a calibration agency, by case study A, resulted in a high cost of the process
compared to the original price of the equipment or the tool as the respondents revealed
and was written in the first report of management review meeting in the year 2003. The
calibration costs are significant but the management did not like to reveal the numbers
because of their natural confidentiality. The unavailability of local bodies who can
carry out calibration, consultancies and certification in the country who can accept the
Libyan Currency made the cost of the certification even relatively expensive. It is
implied that the cost of the certification in the company was high regarding the
preparation and registration cost and compared to the benefits obtained. The
unavailability of financial resources in the company and no financial support from the
Libyan authorities made the case study B not start to seek the certification yet. This
finding is similar to findings of authors in other countries who cited that high cost was a
barrier that affected many organisations to get the certification, such as Stevenson and
Barnes (2001), Fuentes et al. (2000) and Dickenson et al. (2000) who outlined that the
relatively high cost of the certification is a barrier facing most organisations. The high
cost of the certification was generated in case study A by training, consultant fee,
registration fee itself and cost of upgrading done in the infrastructure to meet
international standards and the requirement of the new to control production related
measuring and monitoring equipment (calibration procedure).
7.3.4-Difficulty in calibration
The feed back from the two case studies highlighted that case study A carrying out most
of the calibration by hiring a foreign agency to do that but case study B did not do it at
all before. The unavailability of accredited local calibration agencies made case study
A work very hard to contract with outside accredited calibration agencies to do
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calibration for mechanical and electronic equipment and tools which resulted in a delay
in calibration planned time. The cost of the calibration process of some equipment was
high compared to the price of their purchase. The absence of LNCSM's role in
calibration, who is responsible to do it according to its establishment laws because it
does not have any kind of calibration laboratories, and no professional people available
at the centre to do the calibration as well as the LNCSM management staff was revealed
in the interviews. The delay in calibration was caused by a delay of some of the
governmental departments to finish the administration and financial procedures to
contract or to execute the contract between the company and the calibration body. This
delay caused a use of noncalibrated tools and gauges that give unreal readings and
measurements that can affect the quality of products. The electronic tools calibration
after certification process is carried out by Libyan General Electronics Company, which
is not an accredited calibration body to do that job. The calibration of electronic tools
from an unaccredited body may give errors in their measurements and readings to the
precise level required in the standards of these tools. It can be implied that
unavailability of local or foreign calibration agencies in the country and using of
noncalibrated tools and equipment will affect compliance to the new standard's
requirements in maintenance of the system. The first finding is a unique barrier in
Libyan manufacturing organisations and the second finding is similar to what Yahya
and Goh (2001) who quoted Quinlan (1996) who highlights that improper calibration of
tools and gauges is a barrier, which causes failure of organisations in certification audit.
These findings were not outlined in Arabic studies' findings because the company has
used a foreign Arabic calibration agency to do the calibration in and after the
registration process. That approach obviously increases cost and time delay to get
equipment calibrated. This is not a problem however in Western countries as they have
long established national calibrating and measurement activities bodies. For instance
the UK have national Physical Laboratory (NPL) and NAMAS with many registered
laboratories.
7.3.5-ISO 9000 standards awareness
Regarding the quality management representative in case study A, the training of
employees is the most important factor in ISO 9001:2000 standard implementation.
Training programs are introduced in the organisation in which most of the company's
personnel have to participate. The feedback of three management levels respondents of
case study A pointed out that the number of them who have good knowledge about the
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new standard issues represented the minority. The majority of the respondents have a
little bit of knowledge from what they have understood from the introductory lectures
and the two workshops as mentioned in chapter six. Some of the top management and
middle managers attended just part of an awareness programme due to them being busy,
as they said in the interviews. Also, there was a lack and misconception understanding
of QMS-ISO 9000 and TQM where some of them cited that the ISO 9000 standards are
the TQM. The majority of the company's staff knew the ISO 9000 standards just in the
awareness training programs. It can be implied that despite there being training
programs at the preparation stage, staff of case study A did not understand enough about
ISO 9000 standard and QMS which resulted in a lack of staff awareness. This made
case study A hire an external consultant from outside the country to help it with the
implementation process. Another reason, QM issues are almost not present in the
education system in Libya except engineering departments in Engineering Faculties at
some Universities and a few higher engineering institutes. Also, there is no national
quality programme in the country. This could affect understanding of the new standard
and QMS issues in the two case studies. The lack of awareness of QMS issues finding
is similar to findings of Arabic studies carried out by Al-Zamani et al. (2002), Islamic
studies by Awan and Bhatti (2003) and Western studies by Sharp et al. (2003),
Balzarova et al. (2002) and Taylor (1995). Also, this finding is similar to a finding
found by Lipovatiz et al. (1999) who quoted Newall and Dale (1994) who outlined that
poor education and training programs represent a major barrier in the implementation of
a QMS. From these findings, the lack of ISO 9000 standards awareness is a common
barrier in developed and developing countries, all the same.
From the number of trained people at supervision level and the number of training
programs that took place as shown in table 6.8, for example, only one training program
was held on Statistical Process Control (SPC) and CI. Whilst, the planned objective
written in the Company's Quality Objective Document of 2003 was that the company
will train 100% of its employees but up to September, of the year when the researcher
finished collecting the data, the planned objective was not fully executed. It can be
implied that there was no clear relationship between training investment and the
achievement of quality objectives in case study A. This finding is consistent with the
findings found out by Patel and Randell (1994) and by Amar and Zain (2002) who
stated that there was a lack of achieving training targets in their studies. This finding
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was not found in Arabic studies because the Libyan organisations started the
certification process late (1999) compared to Arabic organisations.
No continuity and intensive training programs in case study A were justified in the
respondents' responses by, the company should focus more on training programs at
registration process and any continuous training program can take place only when there
is a weakness emerged in a specific activity. No continuous training programs were
available for the year 2003 except two training programs such as one internal auditing
program was run by the consultant who is working to maintain the system, and one
training programme in preventive and corrective actions as mentioned in 7.3.2, because
of the high cost. It can be implied that there is a lack of importance of continuous
training programs to maintain the system. The continuous training can raise the
employees' awareness by the importance of their activities and how to share to verify
the company's quality objectives. Also, it reduces reliance on the consultant to
maintain the system which affects costs of keeping the certification. Item two of the
Company's Quality Policy Document identifies that "the continuous improvement in the
quality of all products can be achieved by using modern technology and effectiveness of
the quality management system through continuous training programs and performance
improvement of all employees". The respondents outlined that there was a lack of
professional in-house trainers who can train the people in the new standards issues and
the company in 2003 planned to send some middle managers and supervisors to attend
training programs related to QMS implementation outside the country (External training
program) as a part of continuous training program and to develop them as expert people.
But there was a delay in the procedures with the related governmental department and
the company tried to bring some foreign professional trainers to perform the programs
in the company's training centre. This was discussed in the second management review
board meeting in 2003 as a nonconforming case and the board recommended that the
general administration and financial directorate solve the problem as soon as possible.
Incidentally, the company has a training centre with good facilities and external trainers
can run the courses in it. This is in contrast with managers' and supervisors' opinions
on the specific question in the questionnaire where they answered that the company has
got personnel who have the capability to implement the QMS. The difference between
responses of the interview and questionnaire regarding this question support the
selection of the qualitative approach of this research and in-depth semi-structured
interview as the main method of data collection. The lack of professional personnel in
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the new standard implementation in case study A is similar to findings outlined in
Arabic studies found out by Al-Zamani et al. (2002) and Asian studies done by Ngai
and Cheng (1997).
Lack of information related to QMS and quality in general, lack of education and
training refreshment programs to follow the updated issues of the new standard and
QMS implementation resulted in a weak understanding about the importance of quality
in international trade and globalisation of world markets between staff of the case study
A as some of the middle managers stated. Lack of the new information related to the
new standard implementation in case study A was a result from unavailability of
textbooks, standards and codes of practices for their own purposes. Only one copy of
the LNCSM Bulletin comes every six months to the company. Then this copy is
directly transferred to the quality department from the general director as the quality
manager, quality representative and of supervisors who are working in the quality
department revealed. No newsletters, workshops and seminars in the case study A and
no visits to the other certified companies were carried out which could be considered as
a part of a quality awareness program. But the ISO committee members are planning to
visit another certified Libyan manufacturing company to exchange information and
benefit from the experience of its staff in solving problems related to QMS
implementation. The management representative and quality manager indicated that the
information related to the new standard and QMS implementation issues are available in
LNCSM. This centre is so far from the company (about 140 Km) and no specific
website on the Internet for LNCSM allows access for the needed information. The lack
of quality information finding is similar to findings found out in Islamic studies carried
out by Amar and Zain (2002) and Western studies done by Fuentes et al. (2002) and
Ashire and O'Shaughnessy (1998) who stated that lack of quality information influences
the success of quality improvements efforts, all staff need to know in detail the source
of problems.
The feedback from the respondents in case study A outlined that there was a lot of
employees of low education level which affected implementation of QMS because some
of the employees either have low education level or there are illiterate elderly people
(The start of obligatory education system in Libya was in 1969 after Elfateh
Revolution). These kinds of levels existed in the case study A as a result of Libyan
authorities' intervention in appointing Libyan people in public sector organisations to
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avoid unemployment in the country as mentioned in this chapter and of social
relationships in Libyan society. They could not understand the information related to
the new standards and the QMS were given to them by managers or other people in the
departments. The presence of employees of low education level in the case study A
affected effective implementation of QMS in it. There was a lack of employees'
involvement in decision making, solving problems and assessing of processes. Also,
case study A is suffering from turnover of managers and other staff because they wanted
to improve their revenue or to return back to live in the cities near their families and
relatives when they get jobs in those cities, for example, the researcher browsed some
documents and noticed three different managers of the quality department in the period
of middle 2002 and September 2003. One of them was the former quality manager who
worked in convincing the company's management to apply the system. The head of
quality assurance department (head of ISO committee) revealed in the interview that he
is looking for another job where his family is living because he is doing hard work in
QMS implementation without any reward from the top management. It can be implied
that the company is suffering from workforce turnover, which resulted in, appointment
of personnel of low levels of ISO 9001:2000 standard's awareness in some positions to
substitute those who left. These findings are similar to Arabic studies carried out by Al-
Zamany et al. (2000) and Islamic studies done by Amar and Zain (2002) study's
findings that identified insufficient employee education level, low employee skills and
high employee turnover (clause 6.2.1) were barriers to implement QMS effectively.
Also, it is similar to Tang and Kan (1999) who said the keeping of quality staff is the
best way to maintain the QMS where the maintenance of the system is a kind of CI.
In the supervisors' responses in case study A, one of the major barriers that affected
implementation of the system is the effect of the surrounding environment. The
majority of the company's employees are from the company's area and the area is
characterised by the agricultural and cattle breeding activities. These two activities
affected employees on their job and attitudes, for example, the employee in the
laboratory is doing his job and thinking in demands of his farm or cattle then he does
not concentrate on the job. Also, the difference between natures of agricultural or cattle
breeding and manufacturing activities made it hard for employees to accept different
organisational behaviours. The manufacturing activity makes employees deal with very
sensitive tools and equipment such as computerised machines. The large amount of
errors is not tolerated, that could happen in carrying out a job without concentration, in
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this kind of activity. It can be implied that the surrounding environment has negative
effects on the QMS implementation in the company. This finding is unique in this
research and has not been stated in previous studies as a barrier to implement QMS
effectively.
The feedback of the respondents in case study B defined that the first reason of not
understanding what quality means in their job and QMS-ISO 9000 implementation to
the organisation. Because not even one ISO awareness program have been introduced
in the company. No specialist journal or any other informatics source is available in the
company to develop knowledge about the standards. Also, the management did not
nominate them to attend that kind of training programs. Most of the respondents
(except the respondents who are working in the quality department) cited that quality is
not the core of their job. For example, one of the supervisors said that he is working in
stores, which do not need quality. Most of the supervision level respondents responded
that their job is not related to QMS means, they are not aware what the QMS and the
certification means except one supervisor who was aware of ISO 9000 standard
purposes and benefits. The quality manager only attended one training program related
to the ISO 9000 standard. The plan to train employees related to quality to find a
solution for a high percentage of waste production is containing an implication that the
management started to know the importance of quality in the company's performance.
Thus it can be implied that there was a lack in understanding what quality means to the
organisation between the staff, also lack of awareness of quality and ISO 9000
standards' purposes and benefits. That observation gives validity to the responses
received from the questionnaire that there was agreement between management levels
regarding reluctance of knowledge to the new standard.
In general it is clear to say there is a lack of awareness of the new standard in case study
A and a more limited awareness in case study B. It appeared that the ISO 9000
standards awareness is increased when the company implemented the system. This
means that for Libyan companies improvements in QMS implementation can be
achieved through focussed training and awareness events. The researcher considers for
this to happen it needs intensive awareness programs through adopting a national
quality program by the Libyan authorities across the country. By intensive training
programs related to QMS, the company could overcome most of the barriers in
implementation and maintaining processes of the system. The intensive training
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program was mentioned by the respondents in case study A as a tool that was used to
overcome the barriers in the registration process. But contrary to this most of the
barriers still existed after the certification and the company hired a consultant to help
them to overcome those barriers in order to maintain the system. The appropriate and
continuous training program of ISO 9000-QMS is essential for every one in the
manufacturing companies from top management to the employees. The training
programs should concentrate more on the new standard and QM purposes, benefits,
understanding of its requirements and using statistical techniques and solving problems.
The new standard principles should communicate effectively to employees. The
management needs to let employees know the benefits and rewards they will gain from
the implementation of the system. The most effective vehicle to communicate that
information to Libyan companies appears to be direct contacts and involvements with
individual companies. It is necessary to communicate to employees after top
management commitment. The communication can be done through open discussion,
company newsletters and seminars. The higher education department at the General
People's Committee (Ministries Council) should play a prominent role by promoting the
ISO 9000 standards and other quality improvement techniques to students in
undergraduate and higher education levels.
7.3.6-Leadership
There was an uncertain opinion on the barrier statement in the questionnaire related to
lack of leadership in the two organisations between managers and supervisors. In the
researcher's experience, it is a form of Libyan culture where some of the middle
managers and supervisors would not prefer to write their opinions regarding the
leadership of their organisation. That was to avoid moral or other kinds of punishment
if the executive managers know who and what they pointed out in their responses. But
in the interview, the supervisors in the two case study companies mentioned that the
authoritative management approach from managers which is prevailing in the two
companies, is a result of fear to loss of authorities for management if they involve and
empower their employees. Managers in the two case studies usually deemed
themselves as a director, monitor, activities coordinator, define problems, select
alternatives, generate roles and policies, evaluate performance and give instructions
rather than to share information related to quality with employees. They do not accept
any comments and suggestions from their employees who understand more about
different activities in the company. The Libyan organisational culture did not accept
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managers discussing individual's personal affairs in front of employees. The presence
of authoritative, rather than participative management made the subordinates not like to
cite things that can make troubles for them with their bosses, to avoid unpleasant
punishment. The punishment represented in losing the position as a manager or
supervisor and taking out job characteristics (as called in Libya) such as the car, mobile
phone and outside visits. This happened many times as the two case studies'
respondents said. Then again, the managers do not act as a leader to solve quality
problems. The researcher believes that the authoritative management approach is
inherited from the Ottoman Authority era as discussed in chapter 4.5.
The two case studies do seem to still manage in a traditional style of management where
every manager and department has major responsibilities and work separately to the
other departments and the top to down management approach still prevail, even in case
study A. Accordingly, the centralised decisions were characterised by Libyan culture in
the two case studies. This type of culture was created by the government intervention in
appointing executive managers. Those were reasons to create a bureaucratic culture in
the two companies as the respondents' responses were identified. Thus it can be implied
that the territorialism was present in the two case studies, which resulted in resistance to
change, due to lack of communication between management and employees. The
researcher considers leadership means that a manager deals with the employees as the
trainer and teacher instead of just giving instructions. The lack of leader manager
resulted in a lack of the organisation's awareness of the necessity of this kind of
manager. In case study A, the managers do not fully understand their role as leaders in
the ISO 9000 standards' implementation process and the managers' authoritative
approach can keep a distance between them and their subordinates in exchanging
information related to QMS. This finding is similar to the findings indicated by Quazi
et al. (2002) who said lack of leadership was a barrier to implement ISO 9000 in many
organisations and Ngai and Cheng (1997) who indicated that authoritative management
is a barrier facing ISO 9000 standard implementation.
In case study A, the managers should be aware that QMS requires innovation and
adopting a reward system instead of the bureaucracy and authoritative approach. The
QMS implementation in case study A may fail, if its management does not understand
the current culture very well and addresses proper culture and climate required to
implement this system. The negative attitudes from employees towards the new
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standard implementation are the major barrier in the organisation. This comes up from
the imposing of the QMS-ISO 9000 from top management without fully involved
employees in the process. Thus it can be implied that to adopt the new standard
principles, Libyan manufacturing organisations should understand the change of
prevalent social and technological components of staff in the existing system. The
responses highlighted that people in the two case study companies prefer to maintain
their jobs without any development or change in production plans and objectives. The
researcher believes that this attitude, inherited from a socialism economy, which is
prevalent in the LMPSOs are belonging to the public sector and the workforce is 100
percent Libyan.
7.3.7-Top management commitment
The general director in case study A said in the interview that without the involvement
of top management and its support, the company would not have achieved the
certification. It can be implied from what that general director said that a part of top
management understands the importance of top management commitment. It was
consistent with what Wiele et al. (2001) believes that top management commitment
should be based on their understanding, knowledge and belief that QM is of
considerable importance for the organisation.
Top management commitment in case study A appeared in the appointment of the
general director as a management representative and attendance of top management
members in management review board meetings to follow up the effectiveness of QMS
were types of management commitment and involvement. The appointment of the
general director as management representative is a kind of acceptance of responsibilities
and commitment of top management to apply and maintain QMS and to show managers
and employees that the QMS is the responsibility of every one in the company as top
management said. According to the new standard's requirements, the management
established and defined the company's quality policy and objectives and both were
reviewed annually during management review meetings to ensure that they facilitate
improvement. The quality policy was not changed from its establishment as shown in
the Company's Quality Policy Document and the date of approving it was 1/5/2001.
But the quality policy and objectives were deployed but not effectively communicated
and understood at all levels in the organisation very well as the respondents indicated.
They were just deployed on the notice boards without holding seminars or any activity
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to make them understandable for the employees. Not effective communicating of the
quality policy and objectives is a lack in one of the new standard's requirements
implementation. It means a lack of awareness as Chin et al. (2000) pointed out that
awareness means the staff in the organisation understands the management's quality
policy and current status of QMS-ISO 9000. The lack in communicating the quality
policy and objectives in the company means that the staff and employees doing their job
without a target to achieve the quality objectives.
It is the responsibility of top management to plan the QMS in the company to achieve
quality objectives. The QMS definition is connected with quality objective in the new
standard "It is that part of the organisation's management system that focus on the
achievement of outputs in relation to the quality objectives". This finding is similar to
Arabic study findings carried out by Al-Zamany et al. (2002). The researcher observed
that the company has established the company's vision and mission in the quality
manual in page (10) as described in 7.1, but there was a reluctance from the
management to share them with their staff. Not one of the interviewees stated the
company's vision and mission as future policy to work to achieve them. The
importance of identifying and sharing of the company's vision and mission was
mentioned by many researchers in the literature, for example, Balzarova et al. (2002)
cited that lack of identifying a clear mission as a measurement tool of performance of an
organisation is a barrier in successful implementation in some firms in the UK. This
finding is similar to that of Quazi et al. (2002) who outlined that lack of shared vision is
a barrier to implement ISO standards in many organisations.
The management provided the necessary financial support and sufficient resources in
the registration process but it struggled to provide the necessary financial resources
needed to verify the minimum requirement of the new standard because of no
governmental financial support (as the respondents of middle management and
supervisors revealed). The limited financial resources resulted in difficulty to improve
work environment and to get new equipment. They just repaired the old ones. It was a
form of lack of top management commitment as was highlighted in the quality manager
and middle management responses. The respondents gave examples of the quality
assurance department (ISO 9000 Committee) that is occupied in three analysis rooms in
the main laboratory building and where QMS documents are in shelves in one side of
those rooms. Also, they gave another example that some of the production units' walls
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need maintenance because they are corroded as steel constructions. This problem in
work environment was reported in the second management review meeting of the year
2003 as a nonconformity case and they gave a recommendation to remedy it. The
contract with the consultant to maintain the system and to remedy the problems
encountering it was a form of top management commitment as some of the respondents
said.
The management in the case study A was poor in the exchange of ideas and information
with employees as an effective leadership tool to implement the system successfully.
The respondents highlighted that lack of employee involvement and empowerment and
no continuity in training programs and concentration of training programs on how the
people in the company can maintain the system, were other forms of lack of top
management commitment and lack of leadership. No continuity of training programs,
after the certification, is also a kind of lack of top management commitment to
maintaining the system as the middle managers cited. This finding is consistent with
Robert (1996) who cited that lack of top management commitment and support will
encounter low employee participation and interest in a quality management project. It is
difficult for any organisation to encourage employees to be involved and participate in
an implementation process without continually training and communicating with them,
which can change employees from resistors to advocators. The lack of top management
commitment is present in many different studies in the literature. The absence of
management commitment is one of the reasons for the lack of effective standards'
implementation in any organisation {Al-Zamany et al. (2002), Dory and Lewis (2002)
and Quality Gurus like Deming, Juran and Crosby} . In contrast, Curry and Kadasah
(2002) in an Arabic study revealed that top management commitment was high except
some managers did not review the quality progress of their departments.
From the feedback of the respondents, case study B does not have top management
commitment yet to implement QMS and to start getting the certification. The top
management just concentrates on how to sell the company's products rather than long
term survival by implementing a QMS. Employees in the company did not receive
training and education programs. The style of the management in the company is still
that the top level is to control, give instructions and they are the decision makers.
Whilst, the lower level employees' role is just to do and act what the top managers says.
It can be implied there is no top management commitment and involvement and no
212
employee involvement and empowerment in decision making. This finding is consistent
with the finding of Prasad and Tata (2003) who stated that in developing countries, lack
of commitment to motivate employees is key obstacle to quality implementation in the
organisation.
The impact of the top management commitment on the success of any quality initiatives
has been reported in Arabic research by Al-Zamany et al. (2002) and Tayyara et al.
(2000), Islamic studies by Amar and Zain (2002) and Awan and Bhatti (2003) Australia
and New Zeland study by Samson (1997), Western studies by Ashire et al. (1996) and
Srinidhi (1998). Also, Quality Gurus like Deming, Juran and Crosby, who highlighted
that the absence of management commitment is one of the reasons for the failure of the
ISO 9000 standards implementation. This research has accordingly shown that within
the two case studies management commitment to the new standard implementation
could improve. The inference of this finding and global recognition as above references
imply that Libyan manufacturing companies will not implement the new standard
effectively in case study A and impede its implementation in case study B if lack of
management commitment is not overcome. The implementation and maintenance of the
system processes in any organisation is to satisfy its customers, CI and to compete in
international markets. However, top management should continue its commitment and
support to provide the required financial and human resources in the implementation
and maintenance processes.
The commitment of management is necessary to support what the QMS needs
according to the new standard's requirements such as setting up of objectives, policies,
change in management and change in responsibilities. The management should hear
and exchange ideas and information with employees as effective leadership to
implement the system successfully. They should understand and support the objectives
and plans to implement QMS-ISO 9000:2000. The support represents providing
adequate resources like human and financial resources and priority given to quality.
Consequently, the researcher found that this study concludes that management should
adopt a teamwork approach to involve workforce members in improvement process
activities and solve problems.
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7.3.8-Management review and internal auditing
From the feedback of the respondents of case study A, a half annually management
review meeting was conducted by the management review board to ensure its
continuing, stability, and effectiveness in satisfying the requirements of the new
standard, company's policy and objectives. The management review board involved
eight people; the general director (management representative), quality manager, head
of quality assurance department and four other general managers. The head of QA
department was responsible to write the meeting minutes. In every meeting, an
assessment was carried out to the overall performance of the system with respect to the
objectives of the organisation and the top management ensures that adequate resources
of QMS were provided. Previous internal audits and the last management review
results were also the main agenda in every meeting. Thus it can be implied that the top
management verifies one of the new standard's requirement in the management
responsibility clause, which is a method to measure the company's performance.
Beside Management Review Board, only the ISO 9000 Committee as teamwork still
works in case study A, after the certification to maintain the system. It is responsible to
check the effectiveness of the QMS daily and meeting weekly and works as a
coordinator between different departments in the company to review weekly progress,
determine barriers and actions needed to meet the scheduled milestones.
Moreover, the feedback of the respondents in case study A highlighted that internal
audits were carried out to ensure that QMS comply with the new standard's
requirements and that the system is implemented properly, but they were not carried out
according to the documented schedule in some departments. The top management
respondents indicated that internal audits were carried out every three months. But
according to the internal audit reports dates, there was a delay caused by middle
managers in carrying out the internal audits in the planned time. They gave the excuse
"due to a lot of work doing in that time", but in fact it was of fear to face an unpleasant
situation if they were unable to qualify in the audit or it was a kind of middle managers'
resistance to change. Those managers may not be qualified to implement the effective
management. In the Libyan culture, the people express their dissatisfaction by delaying
or neglecting in doing something, which affected QMS implementation in case study A
among delaying of carrying out planned work according to the specific schedule. This
finding is a type of resistance to change that is not indicated in any other research in the
literature review.
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Some of the internal audits results (nonconformance cases) were frequented in every
audit report because there was a difficulty to solve it either from shortage of needed
financial resources, especially unavailability of foreign exchange to improve and
develop infrastructure and work environment as well or as a lack of availability of
skilled people who can remedy them. The internal audit reports in case study A showed
that some departments were careless or had a delay to apply the recommendations given
by the management review board to them with respect to correcting nonconforming
states by the time fixed in the meeting minutes. The effectiveness of the QMS in the
organisation is evaluated against internal audits and the implementation of corrective
and preventive actions.
The results of internal audits were recorded and used as a feedback to management
review meetings as discussed before in this section and the appropriate corrective
actions were recommended and to be applied by the relevant departments. But, in the
second management review board meeting in the year 2003, case study A still faced a
difficulty to perform corrective actions. The respondents from the three levels believe
that internal auditing is one of the methods used to overcome many barriers. For
instance, the board management members recommended the QA department to
coordinate and to run another training program related to the importance of preventive
and corrective actions and quality objectives and how to manage them to the managers
and head of departments. The feedback of the interviews in company B highlighted that
the company did not carry out any internal audit because no one in the company knows
what it does mean and its purpose to do it. Thus it can be implied that there was a lack
and difficulty of corrective actions to being carried out in the case study A and that was
the reason for hiring a foreign consultant to help them in carrying out corrective actions.
This finding is similar to findings found out in Asian countries' studies by Chin et al.
(2000) who stated that preventive and corrective actions are difficult clauses of ISO
9000 standards' implementation in Hong Kong manufacturing organisations. Also, in
Islamic studies Yahya and Goh (2001) identified that corrective and preventive actions
are difficult requirements to implement the new standard.
Corrective and preventive measures are central to continual improvement efforts and
without them the researcher believes quality will not improve and consequently ISO
9001:2000 can not be achieved nor maintained. Furthermore, the Libyan certified
companies must be able to demonstrate CI as described in the new standard, because if
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they can not then they do not fulfil the needs of that standard. However, it is an
inference of the findings that case study A does not get full improvement benefit from
either internal audits or corrective and preventive measures which again are indicative
of a lack of quality knowledge and of continual improvement methods. The
nonconformity cases still appeared as shown in the management reviews and the
internal audit reports. Case study A was dealing with corrective action every time
which means that the quality system implemented is QA according more to ISO
9000:1994 and not QM according to ISO 9001:2000 because there was little evidence
seen of preventive measure or of CI.
7.3.9-Management representative
All the case study A's staff considers that the management representative as a general
director is responsible to bring them quality awareness, knowing areas needed
improvement, provide resources required by the system and can guide the company
during all processes for initiation to certification. In fact, the quality manager indicated
that appointment of the general director as a management representative was a barrier
affecting implementation of QMS because the management representative is responsible
for ensuring that the QMS is appropriate and maintained, is responsible for promoting
quality awareness, to monitor the performance of the system and needs to report
formally to the management review team. Also, the other duties and responsibilities in
the Libyan managerial approach can not help him to do what the quality representative
should do according to the new standard's requirements and the head of QA department
usually does the job of the management representative instead of him. The remaining
respondents, on the other hand believes that appointment of the general director, as
management representative, can facilitate the implementation rather than anybody else
in the company. It can be implied that what the quality manager stated is an indication
of contrast with the general director's work prospective because no other respondents
pointed out that appointment of the general director, as a management representative,
was a barrier to QMS implementation.
Furthermore, no previous study in the literature highlighted that appointing of general
director as a management representative was a barrier inhibiting ISO 9000 standards
implementation. However, the researcher believes that this objection (contradiction) in
perspectives between two management staff (management representative and quality
manager) affected the effectiveness of the system performance, and maintenance of the
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certification according to the important role they are playing in implementation and
maintenance processes. This finding is unique in this research because it was not
reported in the literature or any previous study. The problem here is not in the
appointment of the general director as a management representative, as was a kind of
top management commitment in the case study A. Especially based on his awareness
regarding what the QMS implementation process requires from human and financial
resources. But the problem is that he left his responsibilities as a management
representative to the head of quality assurance (ISO committee member) because he is
busy and there is no time for him to do the management representative responsibilities.
The head of QA writing the meeting minutes and then transferring them to him for
approving as a general manager. From the literature review and discussion chapter, the
management representative responsibilities appear to have effect on most items in the
five clauses of the new standard. Then in the point of view of the researcher, the
management review board should assess the management representative potential job to
see if he can continue as a management representative or stop or needs more training to
understand his important role.
7.3.10-Employee involvement and empowerment
From the feedback of the respondents in the two case studies, the employees are
empowered only to report the error to the person who is responsible for the process, to
inspect their own work and to stop production if the process is out of control.
Employees can not identify and implement solutions in their own areas without
management knowledge or permission as supervisors highlighted; they can only
introduce their views and ideas and the managers could accept them or not. The
organisational structure is still centralised in the two case studies, which inhibited the
management to involve employees in decision making because the management have to
follow the hierarchical structure and the job description to deal with employees
according to the Libyan legislation. This finding is similar to Amar and Zain (2002) in
an Islamic country study finding, who argued that centralised decision making is an
inhibiting factor to the new standard implementation. Additionally, from the feedback
of respondents in the two case studies, involvement of the workforce in teamwork, in
decision-making and solving problems were not appointed because these tasks need a
greater level of skill and knowledgeable employees.
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The present approach to solve the technical or financial problems that face the
management in the two case studies is usually carried out by appointing a technical
committee from management, without involving employees. The employees and
managers in the case study A departments work together in a limited range to identify
and solve quality problems in their departments. The middle managers and supervisors
in case study A cited that the top management members feel they are responsible for
anything related to the company's performance in front of the controller governmental
departments and they can not empower the employees in their job. This implies
management was not interested in involving employees in teams in the decision making
process. Also, the management have not motivated, rewarded and encouraged the
employees, which was a reason that made them not liking to be empowered or involved
(as some of the middle managers and supervisors' responses of case study A
highlighted). Thus it can be implied that there was a lack of employee involvement in
the decision making process in the two case studies which can be attributed to a lack of
leadership. This finding is in contrast with what Dory and Lewis (2002) pointed out
that QM will be successful if the whole organisation becomes involved and what Ashire
et al. (2002) indicated that the items scale for employee involvement are the extent of
quality teams usage, encouragement for employees to give suggestions and to
implement them, extent of cross-functional teams usage. But these findings are similar
to findings found out in Islamic studies by Awan and Bhatti (2003) and Amar and Zain
(2002), and Western countries' studies by Dickenson et al. (2000) and by Claver et al.
(2000) who said lack of employees' involvement is a barrier to the new standard
implementation.
Involvement of employees in the certification process enhances the commitment of
management and employees according to Carlsson and Carlsson (1996) and Brown et
al. (1998). The researcher believes that the lack of involvement and participating of
employees in Libyan companies were the reasons of resistance to change among their
bad behaviours and attitudes against the system implementation, for example, delay in
the internal auditing process according to the planned schedule by middle managers.
The CI was one of the company's objectives as it is a necessary objective of QMS-ISO
9001:2000 implementation according to the new standard's principles. The lack of
employee involvement means a lack of CI in the company because employee
involvement is important to evaluate work processes on a continual basis to determine
improvement opportunities. This will lead to the result that the QMS implemented in
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case study A is not effective for CI but just for getting the certification. Magd et al.
(2003) cited that CI is usually carried out by the use of teams in organisations. The
employees should be trained and educated and the teams are certain employees who
work on the process being improved. The new standard and quality management issues
and solving of problems should be taken as priorities in these programs. The researcher
noticed that case study A staff attended only one program in CI, which was not enough
to create people who are able to apply them effectively.
Case study A has got the certification but not doing enough that is required by the new
standard to maintain CI, it is relying on the consultant after the certification to maintain
the system not on the involvement of their employees to do that. That is why top
management wished to send some of the management's staff abroad to prepare them to
be qualified in QMS implementation issues. Relying on the consultant will cost case
study A added value and their employees will not bother if the quality objectives were
achieved or not and the system maintained or not, because it is the responsibility of the
consultant. It can be implied that the lack in training programs related to quality in the
two case studies led to lack of employee involvement. This finding is similar to
findings found out by Amar and Zain (2002), and Dickenson et al. (2000) in their study
that there was a lack of employee training programs to improve their skills and to
involve them in QI activities. Accordingly, section 7.3.8 discussed the lack of
implementing preventive measures, which would be consistent with a lack of employee
involvement in problem solving.
7.3.11-Understanding ISO 9000 standards and the requirements
From the feedback of respondents the lack of adequately qualified personnel in the new
standard and QMS implementation issues in case study A resulted in a lack of
understanding the standard's requirements, to implement QMS effectively, to assess
processes in the organisation, to collect data, to analyse data and solve problems. The
interpretation of some sections of the new standard was a difficulty that faced case study
A. For instance, the extent of documentation needed where the people document
everything and the number of documentation files becomes forty six files in the ISO
committee shelves while the new standards requires only six mandatory documented
procedures; control of documents, control of records, internal audits, control of
nonconforming products, corrective actions and preventive actions. The ISO committee
members gave the reason that every department has a file to be easy to refer to any
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document related to that department. The researcher observed that those files and other
files in the departments do not show reasons for changes. Some of the middle managers
did not know whether the quality records were reviewed and maintained which means
that some of the middle managers were not involved effectively in implementation of
the QMS in the company. The certification process was seen by some managers as a
very bureaucratic process because they need to record, control, review and document
everything, which is considering a boring job. It can be implied that there was lack of
understanding the new standard's requirements, which required a documentation system
in organisations in only six mandatory procedures as mentioned in section 7.3.11 and in
the controlling of documents.
The new version of the new standard is changed from documentation of procedures to a
process approach. However, the ISO 9000:1994 emphasised to document everything
that was why many authors in the literature critiqued it as a bureaucratic system. This
finding is similar to the findings of studies done by Hoyle (2001) who argued that in
every element of ISO 9000:1994, there was a requirement to establish and maintain
documented procedures to control some aspects of an organisation's operations. Also,
it is similar to the findings of Yahya and Goh (2001) who cited that control of
documents is a problem in the standard implementation. But the company has got the
certification with respect to the new standard, which leads to the perception that the new
standard built a bureaucracy of procedures, records and forms with very little effect on
quality. The new standard requires any organisation to develop only the six
documentations of procedures needed to demonstrate the implementation and continual
improvement of the effectiveness of its QMS by effective planning, operation and
control of its processes. But case study A maintained forty-six files of QS
documentation and not just placement of the mandatory procedures that affect CI in it.
From the feedback of respondents in case study B and the researcher's observation, the
documentation system related to quality was very weak. The quality department
documented some quality reports that were required by top management and Industry
State in the company's district. Work procedures and instructions have not been
prepared in the company because they do not understand their importance. The
documentation of quality control results is minimal in the quality department. The lack
of coordination between the production department and quality department was noticed
by the researcher when the production department's respondents revealed that the
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quality documentation is the responsibility of the quality department. It can be implied
here that there is a lack in importance of quality records documentation in assessment of
the company's performance.
The difficulty to understand and interpret the new standards' requirement happened
because of unavailability of the new standard and their guides in the Arabic language
where it was lack of the LNCSM role as was mentioned in section 7.3.1. The LNCSM
management members cited that the centre started in 2003 through Quality Technical
Committee to translate and adapt the new standard as national standards and their
guides in Arabic language. The centre only helped Libyan companies who sought the
certification by standards, guides and documents related to the QMS in English
language only. The difficulty in presence of the new standard's documents not in
Arabic language is a similar finding as mentioned before to Rohitratana and Boon-itt
(2001).
The respondents in the interviews pointed out that case study A run only one training
program on use of statistical techniques for three days, was attended by eight middle
managers and twelve supervisors, which was not enough to prepare qualified personnel
in applying these techniques. There was a small improvement to use them in the
company, after that training program, as shown in the management review report of
2003. Some of the respondents pointed out that after the training course the production
department started using the techniques in production planning. Others said the use of
quality tools and techniques such as SPC and the development of systems to measure
satisfaction of internal and external customers had a limited use. The statistical
techniques were not used at all in case study B. This limiting of using these techniques
refers to nonqualified people and no intensive training programs that resulted in lack of
financial resources as the respondents highlighted. In fact case study A did not use the
techniques well, these techniques are used in preparing of the departments' reports
through using of diagrams and figures instead of long tables or long written
information. Thus it can be implied that the deficiency in statistical skills is apparent in
the two case studies but it was better in case study A, which affected variety
measurement or to solve production problems or to use in decision making. This
finding is consistent with studies in Arabic countries by Al-Kahalifa and Aspinwall
(2000) and Curry and Kadasah (2002), Islamic countries by Yahya and Goh (2001) and
Western countries by Does et al., (1997), Lipovatz et al. (1999) and Fuentes et al.
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(2000) who stated that lack of appropriate technical knowledge to use statistical
techniques is a barrier to implement ISO 9000 standards. There is a similarity in the
difficulty of using statistical techniques in Libyan, Arabic, Islamic and Western
countries' studies. It is clear that in case study A, the use of process measurement by
using of statistical techniques was at a low level. The deficiency in statistical skills will
affect measuring the company's performance, which affects CI, which the new standard
emphasises on. In that case the QMS was not implemented effectively in case study A,
by not building qualified personnel to implement this system, the company will remain
using the consultant to maintain the system and the certification. The seeking of a
consultant agency to help in the maintenance could be for overcoming the barriers after
the certification in the presence of unqualified people implement QMS as the
respondents mentioned.
From the feedback respondents in case study A, understanding of process based
thinking, process mapping and its integration was limited to ISO committee members
only because they worked directly with the consultant when he was preparing this work.
It was a difficult for the company's staff to know how to interrelate the processes
without the help of the consultant. That is because the idea of in-house implementation
of the new standard does not work and the consultancy agencies in QMS-ISO 9000
implementation needed to work as a project director. The work in the company is still
hierarchical where every department's work is treated as a separate job and not as a
process where output of one process is input to the next process. It can be implied that
the documenting of process maps and their integration in the quality manual of the
company is just to comply with the requirements of the new standard and there was a
lack of using process management in the company, which is one of the new standard
principles. This finding is similar to that found out by Sharp et al. (2003) who said lack
of understanding the PDCA process was a barrier affecting successful implementation
of the new standard in the north west of UK organisations. This barrier is also pointed
out in an Arabic country's study carried out by Al-Zamany et al. (2002). The
implication here is that the lack of understanding processes by the people in case study
A will affect CI. The people need to know and understand the internal and external
processes that may be affected when improvement in any process is required.
In general the finding of the difficulty in interpreting some of the new standard's
requirements is similar to findings by Arabic studies performed by Curry and Kadasah
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(2002), Al-Zamany et al. (2002), Tayyara et al. (2000) and Al-Khalifa and Aspinwall
(2000), Islamic countries studies done by Erdal and Ghosh (1997) Yahya and Goh
(2001) and Beskese and Cebci (2001), Western countries studies done by Balzarova et
al. (2002), Carlsson and Carlsson (1996), Dale (1999), Bryde and Slocock (1998) and
Withers and Ebrahimpour (2001), Asian countries studies done by Quazi and Padibjo
(1998), Ngai and Cheng (1997) and Lee et al. (1999) and an Australian study done by
Mo and Chan (1997) who indicated that one of the most common obstacles faced by
organisations in their study is the difficulty in interpreting the ISO 9000 standard. The
researcher argues that the difficulty in interpreting the new standard requirements was
caused by lack of registration time (one and half year) compare to the company's size
and complexity of interrelated processes. The duration time was not enough to develop
qualified people to understand the standard's requirements and apply effective QMS.
Dory and Schier (2002) stated that the organisation needs time to implement quality
initiatives. The lack of registration time finding is similar to the findings of Sharp et al.
(2003) and Balzarova et al. (2002). The implication here is that case study A did not
take enough time in the registration process because they required certification for
marketing purposes not for CI.
This research highlighted the importance of availability of QM materials, which
includes ISO 9000 standards, manuals, guides and bulletins in the Arabic language. It is
the task of LNCSM as a national standard body to interpret ISO 9000 standards and
other documents, and provide relevant and useful information related to ISO 9000
standards that includes key factors for effective implementation of the quality standard
to the . public. In the same time, the ISO organisation can help and facilitates good
understanding of ISO 9000 standards in Arabic countries' organisations if it published
them in Arabic language beside English, French and Spanish copies.
7.3.12-Absence of well organisational structure
From the feedback of respondents in case study A, no proper organisational structure
was developed for the QMS. That was because the required qualification as defined in
job descriptions is limited to vague education and experience. It does not cover
required training and skills. The job description is not available with job holders in
every department. It is available mainly in the administration department. No changes
on the job description of the company have taken place since the company's
establishment date in 1980. The job description does not include how staff manages
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quality effectively. The available training cards for every employee only include
training programs they received in the year 2001, because the company in that year was
preparing itself to get the certification and no training records have been added after that
time (after the certification). This problem was mentioned by the external auditor in the
first annual certification audit. Thus it can be implied that the improper job description
and incomplete training cards may lead to an incorrect decision regarding competence
of staff in quality system implementation. This finding is unique in this research and
has not been stated in the literature review of this study. Also, it can be implied that
case study A is suffering from a well-structured quality system and still working with a
traditional managerial approach. The presence of a hierarchal management approach in
the two case studies make it difficult to establish process-based management in them as
Balzarova et al. (2004) quoted Bamber et al. (2000). This finding is similar to the
findings found out in Arabic countries' studies done by Curry and Kadasah (2002) and
Al-Khalifa and Aspinwall (2000), Islamic countries' studies done by Beskese and Cebci
(2001), Western countries' studies done by Withers and Ebrahimpour (2001) and Asian
countries' studies done by Lee et al. (1999) and Tang and Kam (1999) and Australian's
studies done by Mo and Chan (1997) who pointed out that absence of well structured
quality systems and procedures are of the common barriers that faced implementing of a
QMS.
The disagreement of managers in case study A on the selected barrier statement in the
questionnaire regarding no proper organisational structure have been developed to be
harmonised with the implemented QMS was a kind of Libyan culture where managers
do not like to criticise themselves or they do not admit an error. This finding is similar
to a finding in a western study's finding carried out by Willoughby and Wilson (1997)
who argued that the fear of admitting an error was an organisational cultural barrier in
their study.
In case study B, the general picture that emerged from the interviews was a traditional
quality approach based on batch inspection of the final products and 100 percentage
inspection of incoming materials. The company is still at the stage of internal quality
control (QC) characterised by product quality control but neglecting customer
satisfaction and QA. The employees' responsibilities in the shop floor are to produce
products and the quality controllers check the product conformity with quality
standards. The management and employees believe that the existing managerial system
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and the implemented quality control according to DIN (Dutche Institute of
Normalisation) system in controlling and assessment of product quality are enough to
produce and introduce product quality (the designer and contractor of the factory was a
Dutch company). Also, the top management mentioned to implement any new QS in
the company needs extra financial resources. The company had not any problem to sell
products locally and no exports of its products. It can be implied here that the QC
approach present in case study B was a result for not implementing a QMS approach.
This finding is similar to a South American study's finding done by Macedo-Soares and
Lucas (1996) who argued that most of the Brazilian organisations are still being
managed with the traditional functional approach. It appeared that a QC system is
commonly used in LMPS0s, which do not apply QMS-ISO 9000. They just believe
that applying a QC system is enough to produce high quality products, without thinking
of continuous improvement in order to satisfy customer demands and go beyond that to
meet customer expectations. It is a result of a lack of awareness of the importance of
implementing the new standard in the company.
7.3.13-Employee absenteeism
The two case study companies suffer the same problem of employee absenteeism from
social events and ceremonies that resulted from family and tribe ties in the Libyan
community, as discussed by the researcher in chapter three. A high percentage of
employee absenteeism happened usually on Wednesday and Thursday workdays, where
wedding parties and other social events and ceremonies are usually held according to
Libyan customs. The people according to the customs should attend the ceremony to
keep that kind of ties. The absence of employees causes some times to stop one machine
in a production line or no recording or documenting of quality records and documents
or to carry out some quality tests. The employee absenteeism affects the
implementation of the system effectively. This finding is similar to findings by Al-
Khalifa and Aspinwall (2000) who pointed out that employee absenteeism is a barrier to
QM implementation in Qatari organisations. Thus, this finding is only in Arabic
organisations because the family, tribe and social ties are prevalent in Arabic culture.
The presence of the two companies in public sector and under government control made
employees not bother if their job finished or not and they do not look for the company's
future by their absenteeism. Employees in the two case studies are not working towards
the long term survival of the organisation, they do not perceive that their future would
be connected with the future of the organisation. These findings are consistent with
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Arabic organisations as studies done by Tayyara et al. (2000) and Asian countries'
organisations as studies done by Glover and Siu (2000) who pointed out that employees
were not working towards the future of the organisation. From these findings it can be
implied that these attitudes are inherited from socialism economy prevalent in Libya,
Syria and China.
7.3.14-Resistance to change
The managers and employees' resistance to change in case study A was indicated as a
barrier in implementation and maintaining of the QMS by the three respondents levels.
The behaviours and attitudes against QMS implementation in case study A were not
satisfied as the top management respondents were highlighted because some middle
managers and the employees do not want to follow the procedures required by the
system. For example, there is a printed nonconformance report form distributed by the
QA department (ISO committee) to all departments to record the problems they are
facing in their departments, but some of the middle managers and head of departments
want to write and use internal notebooks or use telephone calls rather than to use that
printed form to mention any nonconformance case. Their justification for that
behaviour was, it is quicker than to follow the form. But that form was created to be a
document in the system. Also, the delay in internal audits by some middle managers,
mentioned in section 6.3.8, was a type of middle managers' resistance to change.
Thus it can be implied that the employees wanted to escape from new responsibilities.
Despite the quality being the responsibility of every body in the company the employees
were convinced that quality was not their responsibility, it is the quality department's
responsibility. Employees avoid taking responsibility, which might give them trouble
with other staff and more work without recognition. Extra work means people may
have to learn more information or develop new skills related to QMS issues. Thus it
can be implied that the company's management wishes that all quality work should be
carried out through the quality department, and then the employees rely on the quality
department to take quality responsibility. This is a kind of lack of top management
awareness of the new standard's requirements. Some managers in case study A feel the
business in the company was running satisfactory and the implementation of the new
standard needs significant organisational changes in the entire organisation, and new
other responsibilities and tasks that they were obligated to do. The managers were
feeling rather good with the existing organisational system, so they do not need the
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changes. There was differing opinion between staff and management on QMS. Some
members of the staff saw QMS as a tool by management for monitoring them, which
caused resistance to change while management treat the system as a management tool to
produce quality products. It was a kind of resistance to change. This finding is similar
to findings in Asian countries' studies by Glover and Siu (2000) who defined that
avoidance of responsibilities is acting as resistance to change in Chinese organisations.
Also, similar with the findings of Western countries' studies found out by Lipovatz et
al. (1999), Fuentes et al. (2000), Tsim et al. (2002), Moser and Bailey (1997) and
Macadam (1996) who stated that the employees have a stronger feeling of being
controlled by the quality system and they avoid undertaking more responsibilities as the
quality system requests. There was a lack of training on new responsibilities and tasks
in case study A that resulted in unskilled staff, which affected effective implementation
of the system in the company. This finding is similar to finding of the study carried out
by Zhao et al. (1995).
The employees and some of middle management still have thought, even after the
certification, that the QMS is not important because they did not obtain any benefit.
They were convinced that the system will not improve their salaries or their job
position. They thought the company would get more profit after the certification that
should improve their salaries or job position. But from the certification date none of
these happened. Employees feel that they gain nothing if the company change its
system, for example, they start working late in the morning and stop it early (sometimes
about half an hour before) and do not bother if the work is finished or not.
Consequently the employees thought the management would still not promote them or
their departments who implemented the system effectively. Managers require extra
work from their subordinates in QMS implementation without any reward system like
overtime pay or nominate them to an overseas visit mission (as the supervisors
highlighted). Employees, supervisors and some managers treated any work related to
the QMS as extra work and that work is not an integral part of the main work. Thus it
can be implied that lack of incentives and rewards system was a barrier to implement
ISO 9000 standards in case study A. This finding is similar to findings by Macedo-
Soares and Lucas (1996) in a South American country and Asian studies done by Ngai
and Cheng (1997). This barrier could be a result to lack of understanding the
importance of reward system in QMS implementation by which motivates employees
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and other staff to take more responsibilities and tasks created by the system or could be
a result to the issued laws by the Libyan authorities such as act number 15/1981.
7.3.15-Promotion of management position
The feedback of the supervisors in the two case studies revealed that some managers
and supervision positions in the two case studies promoted loyalty to the general
managers. Those who do not like to criticise a manager's behaviours, who accept and
act on a manager's instructions without any discussion and who can inform the manager
the small and big things that happen in the work done are promoted. Furthermore, the
promotion and appointment in the company's management positions regarding
advantages or characteristics job position, for example, managers in the two companies
have cars, mobile phones, good accommodation and usually have the priority to get
foreign visit missions. The friendly relationship with the general director also plays a
role in the appointment of managers and supervisors. The managers are struggling to
stay in their positions to meet with or win respect of people in the community. This
kind of promotion results in appointing unqualified people in important positions in the
company, which affects the implementation process. Thus it can be implied that the
loyalty of subordinates to their general managers plays an important role in promotion
of management positions in Libyan culture. This finding is consistent with findings of
other Arabic studies done by Al-Khalifa and Aspinwall (2000) and Tayyara et al.
(2000) and Asian studies done by Glover and Siu (2000) who identified that promotion
of directors and managers is not based on qualifications and the wrong people in the
wrong positions are common cultural barriers affecting QMS implementation. Contrary
to this finding the subject of management promotion is not seen as an inhibitor of
quality implementation in western literature or developed countries in general.
7.3.16-Identification and traceability
The feedback from the respondents in case study A highlighted that some of the middle
managers and supervisors have not any idea about the identification and traceability
process of the company's products because it is the responsibility of the quality
department. Some of them and management representative stated that the traceability
process is a problem in one of the company's products where it can not be recognised
that nonconforming final product was isolated in full. The absence of production lot
and date to refer to meant that the conforming products were mixed with
nonconforming products in the shop floor, before being taken to the stores. The
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traceability system has not been fully established in the company, no product identified
by bar-code label (except one product) was used and products' movement was not
recorded. It was not easy to refer to a production lot of nonconforming product to
rectify the fault. Also, the company did not have recall procedures of nonconforming
products when it is necessary because there is no computerised system to trace the
products or their components in the different stages of the production process. The
identification as a problem in one product was reported in the internal audit report in
2003 as a nonconformance case. It is implied that there was no quality plan and a need
for the production process to be reviewed and modified to ensure that nonconforming
products are fully isolated. The researcher is surprised that the company has not fully
isolated nonconforming products and still keep the certification after the annual
certification audit.
The identification of products in case study B was used for final products only to
recognise conforming product from nonconformity product by using three coloured
cards to identify conforming product, nonconforming product and the product, which
has the chance to remedy its conformity. But no other identification system such as bar
code label is used. The traceability process was used for the components of the product,
semi finished and final products by ensuring the quality in every stage. The company
has not got any modern computerised system to trace its products in the production
processes, also the company did not have recall procedures of nonconforming products
when it was necessary as well.
Likewise the identification and traceability process in the two case studies was carried
out to final product only and not done properly in case study A in one product. These
findings may be unique problems in the two case studies and possibly not found in other
studies' findings even in other developing countries. Also, it can be implied that the
two case studies are suffering from lack of modem technology like computerised
systems to trace their products. Plus a lack of understanding of the importance of these
processes by the staff of the two case studies led to producing nonconforming product
and providing nonconforming products to the customers. This finding is in contrast
with Arabic studies carried out by Curry and Kadasah (2002) who said that there was a
satisfactory level of compliance regarding product identification and traceability in their
study, and Magd et al. (2003) quoted BSI (2000) who states that one of benefits of
registration process in any firm is greater traceability of product.
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7.3.17-Relation with customers
The feedback of the respondents in case study A highlighted that the customer
satisfaction or expectations impact on the company to get the certification is not that
strong as discussed in 7.1. Only one supervisor and two middle managers' responses
gave that the desire to get the certification to satisfy customers because it was looked for
manufacturing costs, product quality, profitability and sales revenue instead of customer
satisfaction. The company did not involve customer feedback in planning its activities
and to improve processes to satisfy the customer, while one of the reasons the company
sought the certification as mentioned in 7.1, was the insisting of some customers on the
company to be certified with the certification. The company carries out surveys of
external customers to measure customer satisfaction annually, regarding its products
and to modify products if they need a change in their specification according to their
suggestions and proposals. But no measurement of satisfaction for internal customer
satisfaction was seen. The customer satisfaction measurement has been carried out
through a very small sample that leads to statistical uncertainty. The customer's
feedback form was discussed in the first management review meetings in the year 2003
to use it in reviewing current performance and improvement opportunities of the
organisation.
The management review board team found there was a short fall of the required data
from the company's customers to measure their satisfaction. Then the management
review board team recommended the general trading manager to do the resulting
corrective action. The form became four pages and the ISO committee members in that
time were trying to get and adapt an ideal form in fewer pages and could derive rich
data. By the recommendation of the consultant in the maintenance process of the
system, the customer satisfaction measurement was expanded to internal customers and
increased the number of external customers being surveyed. From the customer's
satisfaction survey, the company can derive the range of customer satisfaction and
expectation. The researcher believes that by surveying a small number of customers,
the company can not achieve the customer expectations where the new standard is
focusing on them.
Customer complaints returns and feedback from salespeople were also used to measure
levels of satisfaction and to be analysed to take proper actions. But it was not
appropriate and the second objective written in the Company's Quality Objectives
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document for the year 2003 that "the customer satisfaction is maintained by analysing
customer complaints and to be reduced by 5% than that of year 2002" was not
achieved. Most of the local customers who represent the majority of the company's
customers usually do not reply because they do not prefer to use the customer
satisfaction measurement form, they prefer to discuss the complaints orally not written.
While there was a delay in delivering of products' procedures, the other part of local
customers' feedback on the survey was mostly an excellent rate (10/10). Thus it can be
implied that there was a lack between local customers of importance of their written
reply as a measurement tool to be used by the company to measure its performance.
This finding is unique in this research as a barrier to implement effective QMS. By the
presence of no accurate, timely and complete information, the company can not assess
their customers' satisfaction that resulted to lack in the measurement of the performance
of the QMS, in order to improve performance. The data regarding customer satisfaction
measurement is inconsistent and customer satisfaction measurement was performed
through a very small sample, which will lead to statistically uncertain conclusions.
However, Ranghunathan et aL (1997) identified that CI relies on accurate information
about processes in an organisation and information from customer and analysis of this
information allows management to make effective decisions in managing quality. The
researcher observed no data collected and analysed from internal customers of the
processes, despite direct communication with internal customers should be considered
to increase data base samples of customer satisfaction measurement. It can be implied
that there is a lack of internal customer's satisfaction measurement, which affected the
measurement of customer satisfaction in the company as a general.
Moreover, the feedback from the respondents of case study A revealed that the Libyan
manufacturing companies have to produce their products to comply with Libyan
national standards, which are issued by the LNCSM. They are obligatory standards
according to the law number 5/1990. The production according to the Libyan national
standards created a difficulty with its external customers abroad to accept the products.
This led to a long time taken in negotiations between them to harmonise the external
customer order with the Libyan standards because the Libyan national standards were
adapted after considering Libyan environment and culture. It can be implied that the
Libyan standards obligation policy retarded the company to satisfy customers and to
export its products. This finding is unique in this research in Libyan organisations as a
result of Libyan standards obligatory policy, while standards policy in other countries
231
such as Western countries is elective and more flexible to make trade procedures easy.
However, the LNCSM need to change its obligatory standards policy to be convenient
with exportation process to help Libyan organisations to satisfy their customers.
From the feedback of the respondents, case study B did not use any customer
satisfaction survey, only dealing with very rare customer complaints feedback through
the sales department and they discussed these complaints in top management meetings.
Most of the company's customers are from public sector organisations that just
introduce an order without negotiating specific quality requirements in contracts with
the company. The company produces standard products in every category according to
the DIN QC system and the company is the main supplier to public sector organisations
relating to General Popular Committee law, which imposed these organisations to buy
local manufacturing products as a kind of protectionism policy from the government.
The company is producing products according to DIN standards (there are no Libyan
standards issued by the LNCSM in the company's field) because Dutch Specialist
Company in the company's field designed the production lines. However, the
complaints usually happened from defects in handling or in transportation or quality of
supplied components. It can be implied that a protectionism policy is affecting
company B to start implementing ISO 9000 standards. This finding is similar to
findings in Arabic studies done by Tayyara et al. (2000) and Al-Zamany et al. (2002)
who mentioned that the absence of the customer's voice and protectionism policy are
barriers impeding ISO 9001:2000 standard's implementation.
The management of the two case studies communicate with customers to discuss about
product orders and contracts or requirements as the respondents defined. They do not
handle any materials supplied by the customers, which exclude item 7.5.4 of the new
standard. In general the QMS implementation made case study A start to measure
customer satisfaction in a few samples which will improve later while company B do
not bother to measure it. In the view of the researcher, customer focus is more than just
sending out surveys to measure customer satisfaction and the reluctance of commitment
to satisfy customers will affect performance measurement. By measuring customer
satisfaction level, case study A can improve its performance and effectiveness of the
implied QMS, where effectiveness of the QMS in any organisation is assessed against
customer satisfaction according to the new standard. The ISO/TC176/SC2 (2002)
outlined that the performance results will help organisations maintain its continual
232
improvement and achieve customer satisfaction. This means that performance
measurement is incomplete in case study A. This view is supported by Macedo-Soares
and Lukas (1996) who revealed that the customer satisfaction is important in
performance measurement.
7.3.18-Relation with suppliers
The feedback from the two case study companies showed that they usually send out
purchase orders for all suppliers and the agreement between the two companies and
their suppliers were documented in specific contracts. The selection criteria of
suppliers, mentioned by the respondents of the two case studies in chapter six did not
require that the supplier must be certified with the certification or implement any QS,
despite, it not being one of the new standard's requirement. The two case studies did
not carry out any evaluation of their suppliers, at defined intervals, to ensure that the
suppliers still have the capability to provide high quality incoming materials. The first
reason that, according to the Libyan regulations, the manufacturing public sector
companies should use Libyan inspection agencies, to carries out the inspection of
materials purchased abroad at the supplier premises according to the agreed
specifications or requirements. If the inspector found that the purchased materials
comply with the agreed specifications, or requirements between supplier and purchaser,
then a certificate of conformity will be issued. Alternatively, it rejects the materials and
usually writes a report on the supplier related to its capabilities and coordination. The
second reason was another quality control testing of incoming materials at the
purchaser's premises has been carried out to ensure conformance to the organisation's
specifications in the two case studies. They spend a long time again to do inspection on
every raw material.
Finally, sometimes the local hired inspection agency has not got professional people to
carry out inspection of imported materials and the result could be nonconforming
products. It can be implied that the cost and qualification of hired inspectors and cost of
carrying out quality assessment procedures in the companies' premises raised the cost
of the companies' products through producing nonconforming products. That could
affect competition for case study A in the international market while it is working to
maintain it according to the Company's Quality Objectives Document. This finding is
likely to be unique in this research and not mentioned in any other studies in the review
of the literature carried out by the researcher. The two case studies had a
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misunderstanding that dealing with certified suppliers and evaluation of the suppliers
regularly will enhance confidence between companies and their suppliers, reduce cost
paid to external inspectors and reduce the effort carried out to assess the produced
materials. This finding is inconsistent with Seaver (2002) who cited that the supplier
should be assessed for its ability to supply quality products regularly.
According to the feedback from the respondents of the two case studies, they did not
involve their suppliers when the organisation was making product improvements.
Because the role of their suppliers is to provide the purchased materials that comply
with those specified specifications and requirements identified in the agreement contract
only. The companies' discussions with the suppliers before the agreement contract
usually take place to coordinate purchased materials' quantities, technical specifications
or requirements, financial items and administration procedures. Other discussions
between the company with suppliers and the delegated inspectors may take place when
the quality control tests demonstrated that purchased materials are nonconforming to the
agreed specifications or requirements. Sometimes case study B involved one of its
suppliers in product improvement because the Dutch company who was used in
commissioning the production lines produces similar products. It can be implied that
there was a lack of supplier involvement in improvement of products in the two
companies. This finding is similar to Quazi et al. (2002) and Zhao eta!. (1995) findings
who outlined that the supplier involvement is a buries affecting implementation of ASO
9000 standards.
The feedback of the two case study companies highlighted that they both use many
suppliers, which resulted in no confidence between the two organisations and their
suppliers. This resulted from a delay of their procedures to finish contracting
administrational and financial procedures and procedures of selection and contracting
with foreign inspectors. Also, sometimes the Libyan authorities impose Libyan
manufacturing organisations to stop importing from a country or countries regarding
their political attitude. The case study A respondents indicated that at one time the
company found itself having to use another supplier from another country to buy one
necessary material (one component of a product). However, it bought a replacement
material, not the original one, with the result being producing nonconforming product.
It can be implied that delay in importing procedures and political attitudes created a low
level of confidence from suppliers towards the two companies. That resulted in dealing
234
with many suppliers and sometimes faced problems in the quality of incoming
materials. The QMS implementation in case study A was affected by accepting and
using nonconforming purchased materials, which resulted in producing nonconforming
final products. These findings are similar to those by Zhao et al. (1995) who said that
many suppliers to one organisation is a barrier to implement the QMS-ISO 9000 and by
Yahya and Goh (2001) quoting Quinlan (1996) who pointed out that inadequate
examination of incoming materials, in some organisations, caused failure in the
certification audit to them. The researcher argues, like Zhao et al. (1995) that many
suppliers are more difficult to manage, communicate with and evaluate, than fewer
suppliers. Therefore, the Libyan manufacturing companies are not benefiting when
using many suppliers because negotiation is more complex and consequently less
effective in solving problems than when concentrating on building strong relations with
fewer suppliers. This finding is similar to that of Kruger (2001) who cited that by
cooperating with a single supplier in long-term business relationship, the quality level of
incoming materials can be achieved. Also, from the discussion in sections 7.3.17 and
7.3.18, the two case study organisations should do an extra effort in exchanging and
communicating QMS issues with the employees internally and with customers and
suppliers externally. But this is an important thing to do according to the standard
requirements. Similarly, the customer satisfaction and expectations need more effort by
the two case studies and to take the customer requirements in the design of the product.
7.3.19-Communication
From the feedback of the respondents, the internal communications was very poorly
implemented in the two companies because of the presence of authoritative managers.
That resulted in a difficulty of the employees to have a discussion or debate or have the
force to defend their opinions with their managers about the issues relating to quality.
Also, managers think they will lose their superiority and respect if they do direct
communications with employees. In addition, most responses from interviewed
respondents indicated that the presence of a hierarchical traditional structure in the two
organisations and the management extreme to follow the organisational structure. It
created a problem for the employees to communicate to top management. That is why
there is a proposal from the ISO committee to develop a suggestions box in every
department in case study A, where the employees can put their suggestions related to
departmental activity or their needs and the top management can take the suggestions in
its consideration. A general daily meeting in case study A occurred between general
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managers of trading, production and technical and their related middle managers with
the presence of the quality department, to discuss the company's activities. But no daily
and monthly meeting in the middle departments or newsletter was issued to
communicate quality information amongst the entire organisation's staff. Also, there
was no effort to communicate the importance of issues of QMS implementation
between managers and supervisors or between supervisors and employees. There were
notice boards in every department as the respondents explained and these were used to
communicate the company's quality policy, objectives and work instructions and
procedures. Thus it can be implied there was a lack of effective communication from
top to bottom and vice versa in the two case studies that led to some resistance. The
lack of effective communication was found in the two case studies but the
communication is better in case study A as a result of the QMS implementation. This
finding is similar and supports other studies' findings in Arabic, Western, South
America, Australia, New Zeeland and Asian countries' studies. The lack of open lines
of communication between management and the employees affected employee
involvement in the company, which affected the effectiveness of implementation of the
QMS in the company.
The communication with suppliers and foreign customers outside Libya regarding
orders or tenders usually had been done mainly by using fax as indicated by the
respondents of the two case studies or by visits in some cases. According to the
respondents in case study A, the Internet access as one source of external
communication with suppliers, customers, and internal customer as well, was not
available in the whole organisation. It was only connected in the general director's
office but there was a plan to set up a network in all departments according to the
second management review report in 2003. Previously, the management was worried
that the Internet will waste the time of the staff, high cost of installation, maintenance
and cost of its usage (every hour for 0.70 LD). Also, it takes their attention to
something else rather than their job. But now the management have changed that idea
and the Internet becomes in their opinions, as a faster tool to communicate with
suppliers, customers and use it in internal communication as well. No Internet access
was available in case study B because the organisation has not enough financial
resources to cover the cost of buying computers, installation of network, maintenance
and cost of its usage, according to the respondents. The Internet became, in this era, as
one of the effective tools for organisations to communicate with their customers and
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suppliers. The presence of Electronic commerce among the Internet can help the
Libyan organisations save the time taken in getting information related to customers
and suppliers and in ordering necessary materials compared to other tools of
communication. The researcher believes, good communication with external customers
and suppliers can improve and increase data base samples of customer satisfaction
measurement.
The feedback of the respondents highlighted that there was low coordination between
departments in case study A where coordination between different departments in
different directorates happened very rarely in some situations. It does exist in a limited
extent in case study B. Mostly, the coordination between departments in the two case
study companies carried out through formal letters between different departments. For
example, departments of different directorates in the organisation should go through
managers officially to follow approved organisational structure and adhere with
authorities given to the head of every department. Every department according to job
description and organisational structure has its responsibilities and authorities. The
head of any department believes that he has to follow the written department's job
description to be a successful head, to satisfy management and to show that he is a
qualified person. The managers also insist to the subordinates to do nothing without
referring to them to avoid their dissatisfaction. In Libyan culture the subordinates in
organisations do not like to jump their managers' responsibilities. Occasionally, some
coordination happened between sections in different departments directly in case study
A, especially in urgent problems. It is implied that there was a lack of coordination
between different departments in the two case study companies, but it is better in the
certified case study. This finding is similar to findings of Islamic, Western, Australian
and Asian's studies found out by Amar and Zain (2002), Srinidhi (1998), Mo and Chan
(1997), and Glover and Siu (2000) and Lee eta!. (1999) respectively who identified that
no cross-functional cooperation within the organisation where every department with its
individual responsibility is a problem facing getting the certification.
7.4-Project discussion (Critique of research methodology)
The researcher justified the selection of phenomological philosophy in 1.3.2 and 5.1.3
as the most suitable strategy of this research. This philosophy linked with a qualitative
approach, where the case study is the appropriate research design, identified by the
researcher. By the case study, the researcher could answer how and why questions as
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was indicated in 1.3.4. According to Bamber (2002), the intangible nature of these
research elements, such as culture elements, made the case study approach a suitable
approach for this research. The multiple case studies were chosen to provide a
comprehensive understanding of various issues. The choice of certified and
noncertified companies will help to modify or extend any theory as Yin (1994) outlined
about selection of dissimilar case studies. The findings of this research defined that
there is a similarity in some barriers that affected the two case studies especially
external and some organisational and cultural barriers. The chosen case studies, by the
researcher, depended on the states of LMPSOs related to the certifications. The first
state of LMPSOs regarding the certification was only four organisations in the Libyan
manufacturing sector had the certification according to the ISO 9000 survey for the year
2003 (Total of five in all sectors in Libya) available in the website of the International
Organisation for Standardisation on the Internet. The researcher thought that the
implementation of the new standard issues in the certified companies of LMPSOs is
unlikely to be significantly different. This is due to the fact that they are controlled by
the public sector, which belongs to government 100%, undergo similar government
legislations and work environment and use a similar workforce in mentality (Libyan
workforce).
The other status of LMPSOs regarding the certification was that most of them have
done nothing to become certified. The generalisability is a main problem of case study
design as Blau et al. (1996) mentioned. However, the researcher used only one case
study from them. It must be understood that this research as qualitative research can not
be seen as a comprehensive study to identify and investigate the new standard
implementation issues in all LMPS0s. It is for two LMPSOs only. Multiple data
collection sources were used to satisfy the requirements for the research validity and to
triangulate the data as was mentioned in 1.3.5 and 5.1.6.2. The two methods
(interviews and documentary), adopted by the researcher in this research, made the
researcher confident that the data collected was of a high quality. The researcher
decided to use a semi-structured interview technique as a main data collection method.
To get in-depth information by interviewing a big number of interviewees in three
management levels to get different perspectives related to the QMS implementation
process issues. The questionnaire was sent to different levels of management in the two
case studies before the interviews were conducted to benefit from responses of open
ended questions to ask questions in the interview covering all barriers they mentioned.
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Also, to know the extent of the quality manager, middle management and supervisors'
views on what kind of barriers that the company faced in implementing the new
standard from the selected barriers statements. From these three management levels, the
researcher gained in-depth understanding and built a deep view to the types of barriers
in the two case studies, and the construct validity have been provided by them. The
content validity of Interviews and questionnaire questions was achieved through review
that was carried out by the researcher's supervisor firstly, secondly the Arabic version
of those questions were submitted to two postgraduate Arabic students for revising and
strengthening the Arabic translation and finally piloted in the three certified and
noncertified companies of the Libyan Manufacturing Public Sector. From the outcomes
of that pilot study, the researcher revised the questions and submitted the questionnaire
to a UK small firm (OLC) company's staff as expert people in this field to increase the
validity of the questionnaire.
The pilot study results highlighted that many barriers are similar to findings of the real
two case studies such as Libyan authority's impact, unavailability of calibration,
certification bodies and qualified local consultancy agencies. Also, lack of top
management commitment, lack of qualified people in the new standard implementation,
lack of leadership, lack of training programs and difficulty in understanding some of the
new standard's requirements. Moreover, another reason gave the confidence for the
researcher that the gathered data from the two different case studies and management of
LNCSM was enough because similar research on factors affecting quality management
in some countries carried out by Al-Zamany et al. (2002) used only two case studies
(one certified and one noncertified) and interviewed some experts in quality. Yahya and
Goh (2001) quoted Calingo who studied ISO 9000 and non-ISO 9000 certified
organisations in implementing ISO 9000 standards. Pheng and Alfelor (2000) carried
out his study on two case studies and finally Bryde and Slocock (1998) in their research
surveyed certified and noncertified companies as well. These selected research
methodologies enhanced the selection of one case study company from each status and
the interviewing of LNCSM management staff was carried out by the researcher.
The top management, middle management and supervisors interviewed in the two case
studies were the appropriate people regarding QMS-ISO 9000 implementation in case
study A and who know what is happening in the company related to QM and production
processes in case study B. The researcher decided to interview supervisors who can add
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value to the research. To get in-depth information and to collect the needed data, the
researcher made the interviewee more comfortable and relaxed before conducting every
interview by introduced himself as a PhD student at Salford University and explained
the purpose of the research. In the first visit to case study A, he was accompanied by
his PhD supervisor and introduced him to the quality manager and QA department (ISO
committee), which enhanced confidence between the researcher and the company staff.
By these procedures, the researcher did not introduce any bias because in the Libyan
organisations the interviewees need to save themselves from any troubles that could
happen by giving in-depth information to the interviewers. Those procedures were to
build credibility between the researcher and the interviewees, which is important for the
success of the research as Sekaran (2000) indicated. Also, to prevent the bias in the
interviewees' responses, the researcher applied Sekeran's (2000) view that he asked
general questions and then narrowed them to specific areas and ask questions in an
unbiased way in the two case study companies as mentioned in chapter six. To check
the bias also, a triangulation to the data collection methods was carried out.
From the above the selection of case study strategy was suitable for this research
because the aim and objectives were achieved as indicated in 8.1.1.
This research was started in the year 2001 where there was a shortage of literature on
the topic of barriers affecting the implementation of ISO 9001:2000 standard in
previous research and work studies, especially research or studies that have been done
in organisations across the Arabic, African and the Middle East countries that have a
similar working environment to Libyan organisations (see table 2.1). Also, much of the
research and studies in ISO 9000 implementation issues are carried out on organisations
certified with ISO 9000:1994 that was invalid after 15/12/2003. This was supported by
Awan and Bhatti (2003) who made a similar observation. Most of the studies carried
out regarding the ISO 9001:2000 standard were presented in recent international
conferences and none of them published in international academic journals yet. So the
researcher used some available literature on ISO 9000:1994 standards beside available
literature on ISO 9000:2000 standards to link the findings of this research with available
literature to identify if the barriers are unique or similar to other countries' studies.
Also, some research was done by Casadesus and Karapetrovic (2003) and Martinez-
Costa and Martinez-Lorente (2003) who outlined that a high percentage of the barriers
impeding both versions of ISO 9000 standards implementation are similar.
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Furthermore, the researcher used some literature on TQM because the new standard
introduces some aspects in agreement with TQM such as customer orientation, resource
management and CI {Awan and Bhatti (2003) and Martinez-Costa and Martinez-
Lorente (2003)}. Similarly, Amar and Zain (2002) cited that the new standard is close
to TQM system concepts, where the design and development of ISO 9001 and ISO 9004
version 2000 as a strongly linked pair, providing organisations with structured approach
to progress beyond certification to the achievement of TQM. Also, Curry and Kadasah
(2002) said that there is now stronger correlation between ISO 9000 and Total Quality
Management.
The barriers found out in this research were categorised into four groups as according to
the main elements of the conceptual framework and as identified in 6.1.1.1 and 6.1.2.1.
External, organisational, organisational culture and technical barriers. The researcher
has done a different categorisation from the other researchers' categorisations such as
Fuentens et al. (2000), Erdal and Ghosh (1997) and Al-Zamany et al. (2002). The
justification of difference in categorisation was discussed in chapter three. The external
barriers are those affecting the company from outside organisations such as policies and
legislations of the country's authorities, and from external customers. The
organisational barriers which create from the company's management itself such as
weakness in leadership and top management commitment towards the implementation
of the system. The organisational culture barriers that come up from management and
employee behaviours and attitudes toward the system's implementation. Finally, the
technical barriers are those which represented the difficulty that have been found by
management and employees in understanding the standard's requirements. From this
grouping, it appears that there was a lack in grouping them in just two or three
categories.
7.5-The contribution to existing knowledge
The discussions have included many contributions that this research has made to the
existing knowledge. This research is the first empirical study that specifically identified
and investigated the barriers affecting the new standard implementation in LMPS0s.
This research was the first attempt to identify barriers inhibiting the new standard
implementation in LMPSOs and other sectors as well. The reviewed literature
highlighted that no work has been done in this field in LMPSOs and in Libya as a
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whole. Also, it highlighted that the Arabic studies related to QMS-ISO 9000 were very
rare as shown in table 2.1. The researcher has reviewed a lot of previous work in the
literature and covered all the topics related to the objectives of this research. It should
be noted that there is a lack of empirical research on barriers affecting the new standard
implementation in Arabic countries specifically, and other countries over the world, in
general as shown in table 2.1. This table shows that the number of studies in Arabic
countries is very limited with respect to the available literature review. Therefore, this
research makes a contribution to this area by adding to the limited work that does exist
in publications. One of the main contributions was development of a conceptual
framework for the barriers affecting the implementation of ISO 9000 standards in
manufacturing public sector organisations due to synthesis of various sources of
literature. After research discussions have been carried out by the researcher, the
researcher has categorised the barriers that affected the two case studies into four types
with many unique barriers; External barriers, Organisational barriers, Organisational
cultural barriers and Technical barriers as mentioned in 7.5.1 to 7.5.4. The barriers
listed in tables 7.1 to 7.4 build the main elements of the framework for the type of
barriers that are inhibiting two case studies of LMPS0s. Tables 7.1 to 7.4 showed
which is unique in Libyan culture or unique because they have not been reported in the
literature review, or similar to Arabic, Islamic, Western or other countries. Another
contribution of this research is that it has given an idea about many Libyan unique
organisational and cultural barriers, and Arabic cultural barriers as well. It has reduced
the gap in knowledge in Libyan studies in specific and in Arabic studies in general. The
lessons learnt from this research could apply to the other organisations in similar
workplace environments but needs to be investigated further. Also, this study has
revealed that there were some similarities between the barriers that impede the QMS-
ISO 9000 implementation in certified and noncertified companies in the manufacturing
public sector in Libya. The barriers cited in this research can help the Libyan
manufacturing organisations to conduct self-assessment for their QM culture.
Table 2.1 is another contribution of this research to the knowledge by summarising
common barriers in different countries in one place, which makes it easier for other
researchers, or readers, to know the common barriers in different countries and make
comparisons between them in a short time. Also, the readers can benefit from the
summary that has been done by the researcher, after that table (see page 70).
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This study has been successful in identifying and investigating the barriers that hinder
the implementation of QMS-ISO 9000 in the two case study companies specifically and
may be relevant to manufacturing public sector organisations in general. By identifying
the barriers, Libyan manufacturing organisations can take them into consideration when
starting to implement the QMS-ISO 9000 successfully from the beginning. Also, the
local and the foreign consultancy agencies, which might be hired by an LMPSO, when
it seeks the certification can benefit from these research findings. It will give them a
full idea regarding what kind of barriers are needed to be overcome in order to help the
organisation to implement an effective QMS from the beginning.
7.5.1-External Barriers
Table 7.1 shows External barriers unique in Libyan culture and those reported in the
literature on Arabic, Islamic, Western or to other countries.
7.5.2-Organisational Barriers
Table 7.2 shows Organisational barriers unique in Libyan culture and those reported in
literature on Arabic, Islamic, Western or to other countries.
7.5.3-Organisational Cultural Barriers
Table 7.3 shows Cultural barriers unique in Libyan culture and those reported in
literature on Arabic, Islamic, Western or to other countries.
7.5.4-Technical Barriers
Table 7.4 shows Technical barriers those unique in Libyan culture and those similar to
Arabic, Islamic, Western or to other countries.
7.6-Limitation of the study
One of the limitations of this research was the use of some literature of ISO 9000
version 1994 because of the shortage of the topic of barriers affecting the
implementation of ISO 9001:2000 standard in previous research and work studies,
especially research or studies that were carried out in organisations across the Arabic,
African and the Middle East countries that have a similar working environment to
Libyan organisations. Also, this research commenced in the year 2001 and many new
research and studies in ISO 9000 implementation issues are carried out on organisations
certified with ISO 9000:1994 that was invalid after 15/12/2003. In similarity, most of
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the studies carried out regarding implementation of ISO 9001:2000 standard were
presented in recent international conferences and very few of them have been published
in international academic journals yet. Another reason for using some of ISO
9000:1994 literature was that some research by Casadesus and Karapetrovic (2003) and
Martinez-Costa and Martinez-Lorente (2003) highlighted that many barriers impeding
the two versions are the same.
As the research is qualitative research, the researcher found a difficulty in the beginning
to start the interview unless he brought a formal letter from his work in Libya and got
the permission from the general director on that letter because the research system in
Libya used to be quantitative research by using questionnaire survey not qualitative
research. Since the researcher got the permission from the general director, everything
became easy such as to plan the interviews and to go through all needed archival
documents, which helped him in carrying out his research. In this research, for
example, the researcher worked very hard to interview all of top management members,
middle managers and many supervisors in the two case studies, and staff of LNCSM
because they are busy, as they said.
The documentation system in case study B was not proper and the available documents
were very rare but the researcher went through and copied what he found useful in this
research. The researcher had mainly to rely on the information collected from the
interviews as the main collection data technique in this research.
7.7- Recommendations for further work
This study has not been entirely conclusive and has led to many questions relating to
quality progress of the Libyan organisations. Further studies are therefore required to
both extend this research and help improve the quality movement in Libya. Therefore,
in conclusion to this study a number of future further work recommendations are
presented below and thus the academic professional and government authorities, not
only in Libya, but worldwide should enable these research needs:
i. A comprehensive study of the barriers affecting ISO 9000 implementation in all
the LMPSOs by increasing the number of case studies that can enhance
generisability.
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ii. Comprehensive research on how Libyan authority policies and legislations, and
the managerial approach of its governmental procedures affect the certification
and QMS implementation.
iii. A specific research to investigate and understand more about the Libyan culture
effect on the QMS implementation in LMPS0s.
iv. The research highlighted unique barriers of Libyan culture, research should be
carried out to investigate more how they affect QMS implementation in
LMPSOs and then to develop a framework to help these companies how to
overcome them.
v. Research on barriers in other public sectors like service and construction sectors
to see if the barriers are the same or different.
vi. Research to define the relationship between the certification and performance,
productivity and efficiency in the Libyan manufacturing public sector
organisations.
vii. Benchmarking research could be conducted to compare quality management
system implementation in LMPSOs with similar organisations in other Arabic
countries as a useful tool for LMPSOs to learn from experience of organisations
in other countries.
viii. Research in methods and techniques how to overcome the barriers affecting ISO
9000 standards in manufacturing public sector organisations. Due to the
constraint time (PhD time), the researcher could not develop a framework of
how LMPSOs overcome those barriers and test it in those organisations.
ix. Determination of critical success factors of ISO 9000:2000 standards
implementation in Libyan manufacturing public sector organisations.
x. Research in methods and techniques on how to overcome the barriers affecting
ISO 9000 standards in all Libyan organisations.
xi. A research to identify the critical issues of ISO 9000 maintenance in Libyan
certified organisations.
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Barrier
Libyan
Unique
barrier
Reported in
Arabic
countries'
studies
literature
Reported
in Islamic
countries'
studies
literature
Reported in
Western
countries'
studies
literature
Reported
in
others
countries'
studies
literature
No governmental support Ni Ni
Governmental budget
restrictions
.n./
Unavailability of
certification body agencies
in the country
.s./
LNCSM role in
interpreting ISO 9000
standards' documents,
guidance and manuals
from English to Arabic
language
NT
Overstaffed unskilled
workforce
Ni
Instability of executive
managers
Ni
Multiplicity of controller
departments
Ni
Law of Libyan salaries
restriction in public sector
-4-
Trade and custom
procedures
Protectionism policy to
local products
Libyan standards
obligation policy
-ki
Lack of importance of ISO
9000 standards' awareness
from Libyan governmental
departments
Ni
Unavailability of qualified
consultancy agencies
working in ISO 9000
standards implementation
in Libya
V.
High cost of certification
The cost and qualification
of hired inspector
Ni
Unavailability of local or
foreign calibration body
agencies in the country
-\/-
Too many suppliers
The lecturer and consultant
mainly qualified in ISO
9000:1994
-%/-
The surrounding
environment
Ni
Table 7.1 External barriers unique in Libyan culture and those reported in
literature on Arabic, Islamic, Western or to other countries.
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Barriers
Libyan
Unique
barrier
Reported
in Arabic
countries'
studies
literature
Reported in
Islamic
countries'
studies
literature
Reported
in Western
countries'
studies
literature
Reported
in others
countries'
studies
literature
Lack of top management
commitment
4 4 -4 4
Unavailability of financial
resources
4
Lack of sufficient
technology
4
Lack of professional and
qualified people in ISO
9000
4 4
Lack of leadership 4
Lack of employee
involvement and
empowerment
4 4 -4
Lack of incentives and
reward system
4
Lack of coordination
between different
departments
4 4 4
Lack of ISO 9000
awareness level
4 4 4 4
Lack of understanding of
certification purposes
4 4
Lack of understanding of
certification benefits
4 4
Workforce turnover 4 -4
Quality policy and
objectives not
communicated very well
4
Objection in
management's
perspectives
4
Improper job description
and incomplete training
cards
4
Centralised organisational
structure
4
Traditional managerial
approach is prevalent
4 4 4 4
No proper quality system
and procedures
4 4 4 4
Employees avoid taking
responsibilities
4 4
Obsession of managers to
get overseas visits
N./-
Table 7.2 Organisational barriers unique in Libyan culture and those reported
in literature on Arabic, Islamic, Western or to other countries.
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Barrier
Libyan
Unique
barrier
Reported
in Arabic
countries'
studies
literature
Reported
in Islamic
countries'
studies
literature
Reported
in Western
countries'
studies
literature
Reported
in	 others
countries'
studies
literature
Managers do not admitted
error
Employees and middle
managers express their
dissatisfaction by delaying
or neglecting in doing
something
\I
Employees want to escape
from new responsibilities
Presence of authoritative
management approach
Ni
Presence of family, clan,
tribe and friend relationships
in the country
Loyalty to general managers
for promotion of
management position
High employee absenteeism
-4-
Employees do not work for
the company's future
-1 NI
Table 7.3 Cultural barriers unique in Libyan culture and those reported on
Arabic, Islamic, Western or to other countries.
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Barrier
Libyan
Unique
barrier
Reported in
Arabic
countries'
studies
literature
Reported in
Islamic
countries'
studies
literature
Reported in
Western
countries'
studies
literature
Reported
in others
countries'
studies
literature
Lack of continuous training
programs
-si
Presence of unrealistic
objectives
No clear relationship between
training investment and the
achievement of strategic
objectives
Lack of information related to
QMS and quality in general
Difficulty of corrective and
preventive actions
Difficulty of interpreting
standard's requirements
Deficiency in statistical
techniques
Lack of using process
management
NT -si
Presence of quality control
approach
Lack of training on new
responsibilities and tasks
Lack of identification and
traceability of products
Lack of understanding
importance of identification
and traceability
The local customers prefer to
discuss complaints orally not
written
NT
Lack of supplier evaluation
Lack of supplier involvement
in improvement
.s./
Lack of effective
communication
-si -si Ni
Lack of effective
communicating quality policy
and objectives
V.
Lack of management to share
vision and mission
Lack of required
documentation system and
controlling of documents
Lack of commitment to
satisfy customers
Using of non-calibrated tools
and equipment
Lack of registration time Ni
Table 7.4 Technical barriers unique in Libyan culture and those reported on
Arabic, Islamic, Western or to other countries.
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7.8-Chapter summary
In this chapter the researcher discussed the findings that were presented in chapter five
from the two case studies and management of LNCSM. These findings were linked
with the literature by showing if they were unique for the Libyan environment or similar
or contrast to Arabic, Islamic, Asian, Western, American and Australian and New
Zealand studies. The derived barriers were categorised as external, organisational,
organisational culture and technical barriers. Then every barrier in every category of
those barriers' categories was classified as a unique barrier or similar to Arabic, Islamic,
Western and other countries. These barriers build the main elements of this research
framework. Also, in this chapter the researcher critiqued the research methodology, its
limitations, its contributions and recommendations for further research work.
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CHAPTER EIGHT
CONCLUSION AND RECOMMENDATIONS
FOR FURTHER WORK
8.0-Introduction
In this chapter, the researcher will conclude with the main points carried out in the
whole work after discussion of research results, how the research aim and objectives
were met, revisiting of research questions, contribution to the existing knowledge and
originality of the research, and finally presenting the recommendations for future work.
8.1-Conclusions
Only four LMPSOs are certified with ISO 9001:2000 certification. The researcher used
one of these certified companies and one noncertified company according to this
research design justified in the research methodology, chapter five. The using of a
certified company and a noncertified company as real case studies in this research
represented the two states of the certification in LMPS0s. This research could not
generalise to all LMPSOs but is limited to the two companies that were used as case
studies. To generalise the study, more organisations should be taken. But the required
in-depth data was collected from the two case studies and the interviewing of the
LNCSM management members helped to achieve the aim of this research outlined in
8.1.1. This research used a similar methodology to research in the literature review
such as that of Al-Zamany et al. (2002). These studies were carried out in two case
studies and interviewed some expert people to identify and analyse issues related to
QM. The researcher overcame the bias in the data collected by triangulating the data
collected and interviewing different management levels in the two case studies.
The results of this study have shown that the main reason that the certified company
sought the certification was mainly to get the chance to export some of their products
especially to EU countries that require the certification to import any goods. It has been
concluded that the certification in Libyan manufacturing organisations is a marketing
tool of products rather than a QI initiative. But according to the findings, the
certification has not led to big increases of exportation of its products and consequently
the certified company has felt no big tangible benefits from implementing the system
but it expects that they will benefit in the future. An improvement of a company's
image, an increase in quality awareness and improvement in QS were found to be the
most important benefits obtained from the ISO 9001:2000 standard implementation in a
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Libyan certified company. The research findings highlighted that some reasons,
benefits and barriers of the certification in LMPSOs are similar to other studies'
findings across the world.
The LMPSOs have been slower to understand, adopt and implement the importance and
potential benefits of the QMS-ISO 9000 due to a lack of awareness and initiatives. The
knowledge of ISO 9000 standards and certification issues in manufacturing public
sector organisations in Libya is very limited where only four manufacturing companies
are certified. It was only late in the 1990's that Libyan manufacturing organisations
took serious actions to consider the importance of the certification. But this research
has highlighted that the awareness of the certification is rising when the company
becomes certified. The organisations that are not thinking yet to be certified should be
encouraged to view the certification as an opportunity to develop an effective QMS.
While the organisations that already registered should be encouraged to view it as an
opportunity to develop an achievement towards TQM.
Most of the identified problems of implementing effective QMS are related to lack of
understanding the ISO 9000 standard and lack of knowledgeable personnel in ISO 9000
standards and QMS. There are no accredited local calibration agencies in the country
and the difficulty in contracting procedures with foreign calibration agencies resulted in
the delay of calibration processes. That led to using noncalibrated tools and equipment,
as another identified barrier, affecting ISO 9000 standards in LMPS0s. According to
the cost of the certification in LMPS0s, the research revealed that the external costs of a
hired consultant in registration and maintenance of the system processes, third party
certification and calibration process were the major costs of the certification. The top
management must recognise that the existing management system, as a hierarchical and
an authoritative way of thinking, is not an option in today's competitive environment.
The research highlighted that one and half years was not enough time for case study A
to implement a fully effective QMS, because of the way that they did it. The literature
outlines that some big size multinational companies got certification in a similar time.
The lack in time resulted in the existence of unqualified people and a non-understanding
of the new standard requirements. The research also showed that the importance of
training programs related to ISO 9000:2000 standards in implementing effective QMS
and CI. Lack of continuous training programs means implementing of ineffective QMS
in maintenance of ISO 9000 certification. The top management members have to listen
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to the employees and communicate the information in the organisation. Many things in
case study A were done in the implementation process only to comply with the
standard's requirements, with the help of the consultant, for example, mapping
processes, establishing of the company's vision and mission and customer satisfaction
without understanding how they achieve them.
The LMPSOs are still at the stage of internal QC characterised by product quality
control (QC) but neglecting customer satisfaction and QA. The LMPSOs still waste
much time and spending more money, than necessary, in assessing the incoming
materials that resulted from selecting noncertified suppliers, delegated foreign
inspectors and dealing with too many suppliers. The quality department in Libyan
organisations plays the important role in implementing QI rather than the other
departments and the personnel in LMPSOs thought QM to be the sole responsibility of
the quality department when they saw the word 'quality'.
The company that was already registered with the certification should be encouraged to
deal with it as an opportunity to develop an effective QMS that can contribute to TQM
achievement. Also, an effort should be made to other manufacturing organisations to
adopt the concept of the certification. The policy of the Libyan authorities, that impose
Libyan public sector organisations to buy the local products, retarded competition and
the seeking of the certification in LMPS0s.
8.1.1-Meeting the aim and objectives of the research
The selection of case study strategy, or qualitative approach, was identified in chapter
four to answer how and why questions. The research was successful in answering these
kinds of questions through the interviews conducted with the two case study companies
and with LNCSM management staff. The aim and objectives of this research were met
by a case study strategy that posed these types of questions.
The first objective "understands the quality management systems requirements,
philosophies and theories that are provided in 1S09000 standards". This objective was
achieved by building a good knowledge, by the researcher, through a comprehensive
review of literature of quality gurus' philosophies, QM and QA approaches, historical
story of ISO 9000 standards and reasons that made ISO revise the ISO 9000 standards
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version 1994 and issue the ISO 9000:2000 and QM principles in the new version of the
new standard and its requirements.
The second objective was to "Build an understanding of implementation issues around
the quality management system-1S09000/1994 and 2000". This objective was achieved
by creating a comprehensive knowledge, by the researcher, through review of a
comprehensive literature review and identified the important issues of implementation
in the manufacturing public sector and also utilising literature from other sectors.
The third objective was "understanding of common types of barriers affecting the
implementation of ISO 9000 standards in organisations around the world". This
objective also was achieved by reviewing the literature related to the common barriers
affecting quality management in different countries across the six continents. The
researcher summarised these barriers and developed table 2.1 that involves the author
name, country of study, year of study and types of barriers that have been found in that
study. Table 2.1 conveys the number of previous studies read by the researcher in order
to achieve objective number three.
This research has been a successful empirical study in identifying and investigating
many barriers that impede the QMS-ISO 9000 implementation in two case study
companies in LMPSOs and has contributed to the knowledge by producing two detailed
Libyan case studies. Some of those barriers identified in the case studies are unique in
this research. They are not reported in any previous studies in the literature review.
The others are unique to the Libyan situation, being related to the Libyan legislations
and culture. That was the achievement of objective number four of this research
"Investigate barriers affecting implementation of a quality management system in
Libyan case studies". Those unique barriers are a contribution of this research to the
body of knowledge regarding QM.
The aim of this research, as in chapter one, was "to identify and analyse the barriers that
affect the implementation of a quality management system in Libyan manufacturing
organisations (public sector)". This was verified from the success of this research in
identifying and investigating the barriers in the two case studies of LMPS0s. Also, it
was achieved through the achievement of four objectives of this research, which were
developed to support the aim. Some of those barriers are unique barriers in this research
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(19) as they have not been reported in the literature and the others are similar to Arabic
(20), Islamic (19), Western (20) and other countries' (32) findings.
8.1.2—Critique of research methodology
The study was carried out in three connected stages where a case study strategy was
chosen, as the philosophy of this research was phenomological. Firstly, an intensive
literature review to understand the different issues of ISO 9000 standards and QMS
implementations and to develop the conceptual framework of this research. Secondly,
an empirical study in two case study companies of LMPSOs to identify current different
types of barriers inhibited the ISO 9001:2000 standard implementation. The chosen
case studies, by the researcher, depended on the states of LMPSOs related to the
certifications.
The two methods (Interviews and documentary), adopted by the researcher in this
research, made the researcher confident that the data collected was of a high quality.
The researcher decided to use a semi-structured interview technique as a main data
collection method. A questionnaire was submitted to the managers (quality manager
and middle management) and supervisors in the two case studies. The submitting of the
questionnaire before the conducting of semi-structured interviews was to gain
indications about the types of barriers faced by the organisations regarding the fifty
seven statements of barriers that have been derived, by the researcher, from the
literature. Also, to inform interview questions. The researcher developed the questions
of the interviews to cover all barriers that they mentioned. From the respondents'
responses, the researcher did a comparative analysis on the managers (quality manager
and middle managers) and supervisors' responses. Then a debate on agreement or
disagreement of responses was created. The comparison of those responses (whether
the responses are similar or different) was conducted to determine which barriers the
two levels of respondents collectively agreed upon. That stage was followed by
conducting semi-structured interviews with three levels of management in those
organisations for an in-depth understanding of different barriers affecting QMS-ISO
9000 implementation. To get in-depth information and to collect the needed data, the
researcher made the interviewee more comfortable and relaxed before conducting every
interview by introduced himself as a PhD student at Salford University and explained
the purpose of the research.
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To satisfy the requirements for the research's validity and to enhance generalisability
and reliability, the researcher used multiple sources of evidence when collecting data
(triangulation method). The researcher aimed to achieve the triangulation of data and
therefore reduce the case study bias. From the three management levels, the researcher
gained in-depth understanding and built a deep view to the types of barriers in the two
case studies, and the construct validity has been provided by them. The content validity
of interviews and questionnaire questions was achieved through review that was carried
out by the researcher's supervisor firstly, then submitted the questionnaire to a UK
small firm (OLC) company's staff as expert people in this field to increase the validity
of the questionnaire. Secondly the Arabic version of those questions were submitted to
two postgraduate Arabic students for revising and strengthening the Arabic translation
and finally piloted in the three certified and noncertified companies of the Libyan
Manufacturing Public Sector. From the outcomes of that pilot study, the researcher
revised the questions before conducting interviews in the real case studies.
Finally, a discussion for the data collected was carried out to investigate the
respondents' responses and their implications to define and understand in-depth the
barriers faced by the two case studies and linked them with the literature. The findings
of this research defined that there is a similarity in some barriers that affected the two
case studies especially external and some organisational and cultural barriers.
The research questions were derived from the adopted research philosophy
(phenomological), research approach (qualitative research), conceptual framework
elements, aim of the research (that including identifying and analysing barriers that
affected LMPS0s) and the adopted case study research design. The research questions
were "What are the barriers affecting the implementation of ISO 9000 standards in the
Libyan manufacturing public sector organisations?", "Why the barriers to implement
the standards happened?" and "How the barriers affect the implementation of the ISO
9000 standards in the LMPSOs?". The answer of the first question that this research
has identified many barriers as identified in tables 7.1 to 7.4. Some of those barriers are
unique barriers in this research, others are similar to Arabic, Islamic, Western and other
countries' findings. The number of each group of barriers was outlined in 8.1.1. The
second research question answer has come from the discussion of the findings of this
research, and internal audits and management review results, it was concluded that the
implemented QMS in the certified company was not fully effective. Also, there are
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some issues that need to be taken into consideration by the two case study companies to
implement effective QMS such as top management commitment, intensive and
continuous training programs, communication and the impact of the Libyan authorities.
8.1.3-Research contribution
Most of the studies found in the literature review related to QMS-ISO 9000 studied the
general implementation issues where most of them are from western countries and
related to ISO 9000:1994 standards. There is a shortage in empirical studies that were
carried out specifically to understand in-depth the barriers affecting the implementation
of the new standard in literature specifically in Libya and other Arabic countries. The
contribution of this research is that it filled a part of the gap available in knowledge
limitation of Libyan and Arabic studies. Another contribution of this research was that
the researcher gathered lot of barriers faced by different organisations in different
countries around the world in different years and compiled them in one table (table 2.1).
This table makes it easier for other researchers, or readers, to know the common barriers
in different countries and make a comparison between them in a short time. Also, this
table played an important role in defining the elements of the conceptual framework of
this study (see figure 3.1). The third contribution of this research is that it has given an
idea about many Libyan unique organisational and cultural barriers, and Arabic cultural
barriers as well. These types and numbers of barriers construct the elements of the
theoretical framework in this research. This study has revealed that there were some
similarities between the barriers that impede the QMS-ISO 9000 implementation in
certified and noncertified companies. Another contribution of this research is giving a
better understanding about the impact of government and society in a public sector
especially in Arabic and Islamic countries. However, the originality of this research is
the first empirical study to identify, analyse and go into a deep understanding of the
barriers affecting the implementation of the new standard in LMPS0s.
This study has been successful in identifying and investigating the barriers that hinder
the implementation of QMS-ISO 9000 in the two case study companies specifically and
may be relevant to manufacturing public sector organisations in general. By identifying
the barriers, Libyan manufacturing organisations can take them into consideration when
starting to implement the QMS-ISO 9000 successfully from the beginning. Also, the
local and the foreign consultancy agencies, which might be hired by an LMPSO, when
it seeks the certification can benefit from these research findings. It will give them a
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full idea regarding what kind of barriers are needed to be overcome in order to help the
organisation to implement an effective QMS from the beginning.
8.2-Recommendations for further work
This study has not been entirely conclusive and has led to many unanswered questions
relating to Libyan organisations' quality progress. Further study is therefore required to
both extend this research and help improve the quality movement in Libya as discussed
in section 7.7. Therefore in conclusion to this study a number of future
recommendations are presented below and thus the academic professional and
government authorities, not only in Libya, but worldwide should enable these research
needs:
i. A comprehensive study of the barriers affecting ISO 9000 standards'
implementation in all the Libyan organisations.
ii. Research on barriers in other public sectors like service and construction sectors
to see if the barriers are the same or different.
iii. Research to define the relationship between ISO 9000 certification and
performance, productivity and efficiency in the LMPS0s.
iv. Benchmarking research to compare QMS implementation in LMPSOs with
similar organisations in other Arabic countries as a useful tool for LMPSOs to
learn from experience of organisations in other countries.
v. Research in methods and techniques how to overcome the barriers affecting ISO
9000 standards in manufacturing public sector organisations. Due to the time
constraint (PhD time), the researcher could not develop a framework of how
LMPSOs overcome those barriers and test it in those organisations but he
recommends further studies in this regard.
vi. Determination of critical success factors of ISO 9000:2000 standards
implementation in LMPS0s.
vii. Research in methods and techniques on how to overcome the barriers affecting
ISO 9000 standards in all Libyan organisations.
viii. Research to identify the critical issues of ISO 9000 maintenance in Libyan
certified organisations.
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APPENDICES
Appendix 1. ISO 9001:2000 Standard's Requirements
Section 4:The quality management
system
Section 7:Product realisation
4.1-General requirements
4.2-Documentation Requirements
4.2.1-General
4.2.2-Quality manual
4.2.3-Control of documents
4.2.4-Control of records
7.1-Planning of product realisation
7.2-Customer-realated processes
7.2.1-Determination of requirements
related to the product
7.2.2-Review of requirements related to
the product
7.2.3-Customer communication
7.3-Design and development
7.3.1-Desidn and development planning
7.3.2-Design and development inputs
7.3.3-Design and development outputs
7.3.4-Design and development review
7.3.5-Design and development
verification
7.3.6-Design and development
validation
7.3.7-Control of design and
development changes
7.4-Purchasing
7.4.1-Purchasing process
7.4.2-Purchasing information
7.4.3-Verification of purchased
product
7.5-Production and service provision
7.5.1-Control of production and
service provision
7.5.2-Validation of processes for
production and service provision
7.5.3-Identification and traceability
7.5.4-Customer property
7.5.5-Preservation of product
7.6-Control of monitoring and
measuring devices
Section 5:Management
Responsibility
Section 8:Measurement, analysis and
improvement
5.1-Management commitment
5.2-Customer focus
5.3-Quality policy
5.4-Planning
5.4.1-Quality Objectives
5.4.2-Quality management system
planning
5.5-Responsibility, authority and
communication
5.5.1-Responsibility and authority
5.5.2-Management representative
5.5.3-Internal communication
8.1-General
8.2-Monitoring and measurement
8.2.1-Customer satisfaction
8.2.2-Internal audit
8.2.3-Monitoring and measurement of
processes
8.2.4-Monitoring and measurement of
product
8.3-Control of non-conforming product
8.4-Analysis of data
8.5-Improvement
8.5.1-Continual improvement
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5.6-Management review
5.6.1-General
5.6.2-Review input
5.6.3-Review output
8.5.2-Corrective action
8.5.3-Preventive action
Section 6:Resource management
6.1-Provision of resource
6.2-Human resources
6.2.1-General
6.2.2-Competence, awareness and
training
6.3-Infrastructure
6.4-Work environment
_
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Sometimes Seldom Not at all
Appendix 2. Questionnaire
1)-Personal information (about the respondent):
1.1)-Is your job in the organisation related to quality management?
Yes	 No	 I don't know
1.2)-What is your Job? Please tick one,
-Management	 - Production	 -Marketing	 - Quality
	
- Design
- Information and documentation
	
- Technical inspection
	
-Storing
-Purchasing -other
1.3)-Have you been attending training programs related to quality?
If yes, please give details
If no, please give the reasons
2)-The ability to apply quality management system according to ISO 9000
standards:
2.1)-Does the organisation have a desire or impose to implement IS09000 quality
management system?
Desire	 Impose
If your answer is imposing, please write why?
If your answer is desiring, please write why?
2.2)-Does the top management support the organisation to improve its management to
be modern management?
2.3)-Does the organisation have people with ISO 9000 knowledge and  ca able to
implement this standard in all its departments?
Always
Yes Plan to train
2.4)-Do you have any knowledge about ISO 9000 standards-quality management
system?	
Ye
	
[ No I
If yes, please explain your knowledge in brief?
If no, please write why?
	
3)-Barriers:
Notices:
•Please note the barriers listed below are the most common barriers facing
organisations in implementing or preparing or thinking to start implementing the ISO
9000 certification.
•Please tick the appropriate option in the right hand columns, where strongly disagree,
disagree, agree, strongly agree and NA=not applicable.
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•Your selected answer must represent your opinion about what is present in overall
organisation.
•For non-ISO 9000 organisation, please exclude any statement not related to your
company.
• If the organisation faced other barriers, please write them in the last page of this
questionnaire or if you want to write some comments about your answers.
•The organisation, means your company, department or unit.
•The supplier, means the company that provides your company by needed materials.
Barrier Strongly
agree	 ,
Agree Disagree Strongly
disagree
NA
There is a lack of understanding of the
purposes of ISO certification
There is a lack of understanding the benefits of
ISO 9000 certification
No awareness of ISO 9000 standards through
employees of the organisation
Lack of top management commitment
There is no leadership
No expert people in quality management
There is a lack of time
Ineffective communication between
departments
Ineffective communication between the
organisation and its suppliers
No cross-functional cooperation between
departments
No employees involvement and empowerment
The organisation does not focus on customers
No customer feedback systems
The organisation have too many suppliers
There is a lack of cooperation from customer
There is a lack of cooperation from supplier
Seeking ISO 9000 certification not as a further
quality improvement
Additional workload from quality management
system
Customer satisfaction principle not appreciated
in the organisation
There is absence of the customer voice in the
organisation
There is a lack of achieving training targets
There is a lack of information
The organisation have a difficulty of
calibration
There is a difficulty to control 	 the
documentation during registration process
Too difficult to learn the ISO 9000 standards
and to implement them
No proper organisational structure developed
There is a lack of proper performance
measurement system
Insufficient technology and poor quality
management practices in the organisation
There is a lack of local consultants properly
qualified in a certain sector
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Barrier Strongly
agree
Agree
,
Disagree-
,
Strongly
disagree
NA
No proper incoming materials assessment
carry out by the supplier
There is a lack of periodic management review
The organisation have a lack of recording of
management review results
There is a lack of identification and
management of processes in the organisation
The organisation have difficulty to procure
raw materials
No control of supplier's procedures
Improper control of nonconforming product
procedures in the organisation
Employees did resist change to the existing
system in the organisation
The bureaucratic culture prevalent in the
organisation
There are wrong people in the wrong position
High employees absenteeism
The employees see the quality management
system as a punch tool
Fear of admitting error
It is difficult to change the existing system
High cost of certification (Registration,
auditing fees and consultation fees)
Quality is a swear word in the language of
many employees
No outside pressure to make the organisation
implement the standards
There are a lack of training programs relating
to quality management system
Employees are not working towards future of
the organisation
Lack of motivation and reward system
Employees want to follow instructions rather
than to create proposals in their jobs
The organisation trains its employees without
specific purposes
No government financial support to the
organisation to implement this system
There is a shortage of providing necessary
studies from governmental department to help
the organisation in seeking the certification
(e.g. statistical studies)
Present of featherbedding system(over staff
employment) in the organisation
The relationships between government
departments and the organisation is very weak
Employees just to look for their own benefits
The organisation is facing imposed tariffs and
trade barriers to export its products
Q: Please list any other barriers you think affecting the QMS-ISO 9000:2000
implementation in the company?
Notices, comments and any addition from the respondent: 
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Appendix 3. Interview questions for top management in certified organisation
Q1 -What is your knowledge about ISO 9000 standards and the quality management
system?
Q2-Have you been receiving any training programme related to ISO 9000 standards?
Q3-Is there any governmental department pushed and supported the organisation to be
certified? Why?
Q4-Did the organisation receive any financial support to implement ISO 9000 quality
management system? Why?
Q5-Did the organisation get the ability to find the financial and human resources, which
are necessary to implement and maintain this system?
Q6-Why the organisation sought the ISO 9000 certification?
Q7-Is the certification for continual improvement such as first step to TQM? Why?
Q8- Why your consultant and third party certification are foreign companies?
Q9-Who is your calibration body? Why?
Q10-Was the certification expensive? Why?
Qll-What are the barriers the organisation faced during the certification process?
Q12-How did the organisation overcome these barriers?
Q13-What are the barriers the organisation encountering to maintain the system after
getting the certification?
Q14-How does the organisation deal to maintain the certification?
Q15-How the organisation satisfies its customers and measures their satisfaction?
Q16-How the organisation selects its supplier?
Q17-What are the benefits your organisation has got from this certification?
Ql 8-How has the ISO 9000 certification influenced company's products quality?
Q19-How exporting, importing and custom procedures affect the ISO 9000 standards
implementation?
Q20-Do you feel that the organisation have received a good return on ISO 9000
certification investment? How?
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Appendix 4. Interview questions for top management in noncertified organisation
Q1 -What is your knowledge about ISO 9000 standards and the quality management
system?
Q2-Have you been receiving any training program related to quality and ISO 9000
standards?
Q3-Are there any future training programs to the employees inside or outside the
organisation related to quality? Why?
Q4-Is there any governmental departments pushed and supported the organisation to be
certified? Why?
Q5-Is the organisation applying any quality control system?
Q6-Why the organisation has not sought yet the ISO 9000 certification?
Q7-What barriers facing the organisation to start implement ISO 9000 standards?
Q8-Does the organisation have the ability to find the financial and human resources,
which are necessary to implement this system?
Q9-How the organisation selects its supplier?
Q10-How the organisation satisfies its customers and measures their satisfaction?
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Appendix 5. Interview questions for middle managers in certified organisation
Ql-What is your knowledge about ISO 9000 standards and the quality management
system in general?
Q2-Have you been receiving any training program related to ISO 9000 standards?
Q3-Why the organisation sought the ISO 9000 certification?
Q4-Does the management regular review the quality system? Why?
Q5-Do the internal auditors do the internal audits in specified period? Why?
Q6-Does management provide adequate financial, human and verification resources?
Q7-How the quality policy and objectives identified and deployed in the entire
organisation?
Q8-Have quality responsibilities and authorities defined and deployment in the
organisation? How?
Q9-Have the work procedures and instructions identified? Why?
Q10-How does the organisation deal with the nonconforming products?
Q11-What are the barriers the organisation faced during the certification process?
Q12-How your organisation overcame these barriers?
Q13-What are barriers the organisation encountering to maintain the system and the
certification?
Q14-How does the organisation deal to maintain the certification?
Q15-How does the management involve and empower its employees?
Q16-How has ISO 9000 certification influenced of organisation's products quality?
Q17-Does the organisation document and review all documents, records, results and
procedures related to quality and maintain them?
Q18-How is the coordination and communication between different departments?
Q19-How is the coordination and communication between the organisation and its
suppliers?
Q20-How is the coordination and communication between the organisation and their
customers?
Q21-Does the organisation apply any statistical techniques and tools to solve production
problems? How?
Q22-What are the procedures and requirements when the organisation is ordering
purchased products from the suppliers?
Q23-Have the organisation carried out the calibration process and devices adjustment
regularly?
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Q24-Are the customer's requirements addressed in the product design processes in the
organisation?
Q25-How the organisation prevents nonconformities products?
Q26-How does the organisation identifyy and trace its products?
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Appendix 6. Interview questions for middle managers in noneertified organisation
Ql-What is your knowledge about ISO 9000 standards and the quality management
system?
Q2-Have you been receiving any training program related to ISO 9000 standards?
Q3-Are there any future training programs to the employees inside or outside the
organisation related to quality? Why?
Q4-Is the organisation applying quality control system?
Q5-How does the organisation deal with the nonconforming products?
Q6-Does the organisation apply any statistical techniques and tools to solve production
problems? How?
Q7-Why the organisation has not yet sought the ISO 9000 certification?
Q8-Does the organisation document all documents, records, results and procedures
related to quality and maintain them?
Q9-What barriers facing the organisation to start implement ISO 9000 standards?
Q10-Have the organisation carried out the calibration process and devices adjustment
regularly?
Qll-How does the management empower and involve the employees?
Q12-How is the coordination and communication between different departments?
Q13-How is the coordination and communication between the organisation and its
suppliers?
Q14-How is the coordination and communication between the organisation and their
customers?
Q15-What are the procedures and requirements when the organisation is ordering
purchased products from the suppliers?
Q16-How does the organisation identify and trace its products?
Q17-How the organisation prevents nonconformities products?
Q18-Are the customers' requirements addressed in the product design processes in the
organisation?
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Appendix 7. Interview questions for supervisors in certified organisation
Ql-What is your knowledge about ISO 9000 standards and the quality management
system?
Q2- Have you been receiving any training program related to ISO 9000 standards?
Q3-Does management provide adequate financial, human and verification resources?
Q4-Have the quality responsibilities and authorities defined and deployed in the
organisation? How?
Q5-Why the organisation sought the ISO 9000 certification?
Q6-How the quality policy and objectives identified and deployed in the entire
organisation?
Q7-Have the work procedures and instruction identified and deployed in organisation?
Why?
Q8-What are barriers faced the organisation during the certification process?
Q9-How the organisation overcame these barriers?
Q10-How does the management empower and involve the employees?
Qll-What are barriers the organisation encountering to maintain the system?
Q12-How does the organisation dealing to maintain the certification?
Q13-How has ISO 9000 certification influenced company's products quality?
Q14-Have the organisation carried out the calibration process and devices adjustment
regularly?
Q15-How does the organisation deal with the nonconforming products?
Q16-How does the organisation identify and trace its products?
Q17-How the organisation prevents nonconformities products?
Q18-How is the coordination and communication between different departments?
Q19-How is the coordination and communication between the organisation and its
suppliers?
Q20-How is the coordination and communication between the organisation and their
customers?
Q21-Have the organisation used the appropriate equipments and devices in production,
monitoring and measuring?
Q22-Does the organisation document and review all documents, records, results and
procedures related to quality and maintain them?
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Appendix 8. Interview questions for supervisors in noncertified organisation
Ql-What is your knowledge about ISO 9000 standards and the quality management
system?
Q2-Have you been receiving any training program related to quality and ISO 9000
standards?
Q3-Is the organisation applying quality control system?
Q4-Does the management provide adequate financial, human and verification
resources?
Q5-How does the organisation deal with the nonconforming products?
Q6-Why the organisation has not yet sought the ISO 9000 certification?
Q7-Does the organisation document, record and maintain quality documents, results and
procedures?
Q8-What are barriers facing the organisation to start implement ISO 9000 standards?
Q9-How does the management empower and involve the employees?
Q10-How is the coordination and communication between different departments?
Q11-How is the coordination and communication between the organisation and its
suppliers?
Q12-How is the coordination and communication between the organisation and their
customers?
Q13-Have the organisation used the appropriate equipments and devices in production,
monitoring and measuring?
Q14-Have the organisation carried out the calibration process and devices adjustment
regularly?
Q15-How does the organisation identify and trace its products?
Q16-How the organisation prevents non conformities products?
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Appendix 9. Interview questions for Libyan National Centre for Standardisation
& Metrology (LNCSM)
Ql-What are the programs organised by the center to make the Libyan Manufacturing
Public Sector Organisations aware of quality importance?
Q2-What are the quality training programs previously or presently organised by the
centre?
Q3-Did the centre interpret and adopt ISO 9000 version 2000? If not why?
Q4-How does the center assist the Libyan Manufacturing Public Sector Organisations in
QMS-ISO 9000 now?
Q5-Why is the centre not issuing ISO 9000 certificates according to its established law?
Q6-Is there any coordination between the centre and manufacturing public sector
organisations that have a desire to implement ISO 9000 standards? How?
Q7-How is the centre organised with other governmental departments to push
manufacturing organisations to adopt this system?
Q8-Why is the centre not carrying out the calibration?
Q9-From your experience in this field, what are the barriers facing the implementation
of this system in Libyan manufacturing public sector organisations?
Q10-What are the difficulties facing the centre to do its ideal role according to its
establishment law and acts?
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Appendix 10. Company A managers' opinions (quality manager and middle
management) on a series of statements related to External Barriers
No.	 of	 respondents	 on
every opinion
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There is a lack of consultant properly qualified in a
certain sector
0 1 16 0 0
High cost of certification (registration, consultation
fees)
0 1 14 2 0
No outside pressure to make the organisation
implementing the standards
9 8 0 0 0
No government financial support to the organisation
to implement this system
6 11 0 0 0
There is a shortage of providing necessary studies
from governmental department to help the
organisationin seeking the certification
13 2 2 0 0
Present of featherbedding system (overstaff
employment) in the organisation
1 15 1 0 0
The relationships between government departments
and the organisation is very weak
5 0 12 0 0
The organisation is facing imposed tariffs and trade
barriers to export its products
9 8 0 0 0
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Appendix 11. Company A supervisors' opinions on a series of statements related
to External Barriers
Statements
No. of respondents on
every opinion
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There is a lack of consultant properly qualified in a certain sector 0 6 15 6 0
High cost of certification (registration, consultation fees) 0 17 10 0 0
No outside pressure to make the organisation implementing the
standards
7 20 0 0 0
No government financial support to the organisation to implement
this system
11 16 0 0 0
There is a shortage of providing necessary studies from
governmental department to help the organisation in seeking the
certification
8 19 0 0 0
Present of featherbedding system (overstaff employment) in the
organisation
10 8 8 1 0
The relationships between government departments and the
organisation is very weak
12 7 6 2 0
The organisation is facing imposed tariffs and trade barriers to
export its products
13 11 3 0 0
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Appendix 12. Company A managers' opinions on a series of statements related to
Organisational Barriers
No. of respondents on
every opinion
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There is a lack of top management commitment 11 3 3 0 0
There is no leadership 3 0 14 0 0
No cross-functional cooperation between departments 1 10 6 0 0
No employee involvement and empowerment 3 14 0 0 0
Lack of reward and motivation systems 5 9 3 0 0
The organisation does not focus on customers 0 6 11 0 0
No customer feedback system 2 7 7 0 0
There is a lack of cooperation from customers 1 14 0 2 0
There is a lack of cooperation from suppliers 0 2 13 2 0
Seeking ISO 9000 certification not as a further quality
improvement
0 13 3 1 0
Customer's satisfaction principle not appreciated in the
organisation
0 4 12 1 0
There is absence of the customer's voice in the organisation 4 3 4 3 3
There is a lack of periodic management review 0 13 4 0 0
There are a lack of training programs relating to quality
management system
3 4 7 3 0
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Appendix 13. Company A supervisors' opinions on a series of statements related
to Organisational Barriers
No. of respondents on
every opinion
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There is a lack of top management commitment 2 21 2 2 0
There is no leadership 2 19 3 2 1
No cross-functional cooperation between departments 0 8 19 0 0
No employee involvement and empowerment 3 17 7 0 0
Lack of reward and motivation systems 11 16 0 0 0
The organisation does not focus on customers 0 3 18 6 0
No customer feedback system 3 11 10 0 3
There is a lack of cooperation from customers 0 15 11 0 1
There is a lack of cooperation from suppliers 0 11 16 0 0
Seeking ISO 9000 certification not as a further quality
improvement
0 15 10 2 0
Customer's satisfaction principle not appreciated in the
organisation
0 7 15 3 2
There is absence of the customer's voice in the organisation 0 5 21 0 1
There is a lack of periodic management review 7 13 6 1 0
There are a lack of training programs relating to quality
management system
4 17 6 0 0
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Appendix 14. Company A manager's opinions on a series of statements related to
Organisational Culture Barriers
Statements
No. of respondents on
every opinion
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Employees did resist change to the existing system in the
organisation
5 12 0 0 0
It is difficult to change the existing system 2 11 4 0 0
The bureaucratic culture prevalent in the organisation 1 5 10 1 0
There are wrong people in the wrong position 3 3 11 0 0
High employee absenteeism 0 8 5 4 0
Fear of admitting error 0 15 2 0 0
The workers see the quality management system as a punch tool 0 5 10 2 0
Quality is swear word in the language of many workers 0 3 11 3 0
Employees are not working towards future of the organisation 5 10 2 0 0
Employees want to follow instructions rather than to create
proposals in their jobs
4 7 5 1 0
Employees just look for their own benefits 3 13 1 0 0
Additional workload from quality management system 6 6 5 0 0
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Appendix 15. Company A supervisors' opinions on a series of statements related
to Organisational Culture Barriers
Statement
No. of respondents on
every opinion
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Employees did resist change to the existing system in the
organisation
5 12 10 0 0
It is difficult to change the existing system 8 16 3 0 0
The bureaucratic culture prevalent in the organisation 3 19 5 0 0
There are wrong people in the wrong position 3 18 3 3 0
High employee absenteeism 0 9 12 6 0
Managers have territorialism 10 14 3 0 0
Fear of admitting error 3 18 6 0 0
The workers see the quality management system as a punch tool 0 2 22 3 0
Quality is swear word in the language of many workers 0 3 18 6 0
Employees are not working towards future of the organisation 7 10 10 0 0
Employees want to follow instructions rather than to create
proposals in their jobs
4 23 0 0 0
Employees just look for their own benefits 9 12 6 0 0
Additional workload from quality management system 0 17 9 0 0
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Appendix 16. Company A managers' opinions on a series of statements related to
Technical Barriers
Statement
No.	 of	 respondents	 on
every opinion
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There is a lack of understanding of the purpose of ISO 9000
certification 1 13 3 0 0
There is a lack of understanding the benefits of ISO 9000
certification 1 13 3 0 0
No awareness of ISO 9000 standards through employees 4 10 3 0 0
No expert people in quality management 1 4 12 0 0
There is alack of time 0 0 15 2 0
Ineffective communication between departments 1 7 9 0 0
Ineffective communication between the organisation and its
suppliers 0 3 14 0 0
The organisation has too many suppliers 4 11 2 0 0
There is a lack of achieving training targets 5 12 0 0 0
There is a lack of information 0 14 3 0 0
The organisation have a difficulty of calibration 1 13 3 0 0
There is a difficulty to control the documentation during
registration process
0 7 3 7 0
Too difficult to learn the ISO 9000 standards requirements and
to implement them 5 9 3 0 0
No proper organisational structure developed 0 4 11 2 0
There is a lack of proper performance measurement 1 11 5 0 0
Insufficient technology and poor quality management practices
in the organisation 0 3 9 5 0
The organisation have a lack of recording of management
review results 0 7 1 0 0 0
There is a lack of identification and management processes 0 4 13 0 0
The organisation has difficulty to procure raw materials 0 9 8 0 0
No proper incoming materials assessment carry out by the
supplier
0 4 12 1 0
No control of suppliers procedures 1 12 4 0 0
Improper control of nonconforming product procedures in the
organisation
4 9 3 1 0
The organisation trains its employees without specific purposes 0 7 9 1 0
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Appendix 17. Company A supervisors' opinions on a series of statements related
to Technical Barriers
Statements
No. of respondents
on every opinion
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There is a lack of understanding of the purpose of ISO 9000
certification
2 19 6 0 0
There is a lack of understanding the benefits of ISO 9000 certification 2 19 6 0 0
No awareness of ISO 9000 standards through employees 2 18 7 0 0
No expert people in quality management 0 18 6 0 3
There is alack of time 0 9 16 2 0
Ineffective communication between departments 5 16 6 0 0
Ineffective communication between the organisation and its suppliers 0 8 19 0 0
The organisation has too many suppliers 3 12 9 3 0
There is a lack of achieving training targets 3 21 3 0 0
There is a lack of information 0 21 6 0 0
The organisation have a difficulty of calibration 1 20 6 0 0
There is a difficulty to control the documentation during registration
process
3 15 9 0 0
Too difficult to learn the ISO 9000 standards requirements and to
implement them
3 17 7 0 0
No proper organisational structure developed 0 15 8 4 0
There is a lack of proper performance measurement 6 11 8 2 0
Insufficient technology and poor quality management practices in the
organisation
0 8 15 4 0
The organisation have a lack of recording of management review
results
0 10 14 3 0
There is a lack of identification and management processes 0 7 17 3 0
The organisation has difficulty to procure raw materials 2 19 6 0 0
No proper incoming materials assessment carry out by the suppliers 4 6 11 6 0
No control of suppliers procedures 0 0 21 0 6
Improper control of nonconforming product procedures in the
organisation
0 21 6 0 0
The organisation trains its employees without specific purposes 5 13 9 0 0
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Appendix 18. Company B managers' opinions (quality manager and middle
management) on a series of statements related to External Barriers
Statements
No. of respondents on
every opinion
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No outside pressure to make the organisation implement the
standards
7 3 0 1 0
No government financial support to the organisation to
implement this system
8 3 0 0 0
There is a shortage of providing necessary studies from
governmental department to help the organisation in seeking the
certification
6 2 0 3 0
Present of featherbedding system (overstaff employment) in the
organisation
0 1 4 6 0
The organisation is facing imposed tariffs and trade barriers to
export its products
4 7 0 0 0
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Appendix 19. Company B supervisors' opinions on a series of statements related
to External Barriers
Statements
No. of respondents on
every opinion
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No outside pressure to make the organisation implement the
standards
6 8 0 4 0
No government financial support to the organisation to implement
this system
3 12 1 2 0
There	 is	 a	 shortage	 of	 providing	 necessary	 studies	 from
governmental department to help the organisation in seeking the
certification
9 9 0 0 0
Present of featherbedding system (overstaff employment) in the
organisation
3 3 6 6 0
The organisation is facing imposed tariffs and trade barriers to
export its products
6 12 0 0 0
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Appendix 20. Company B managers' opinions on a series of statements related to
Organisational Barriers
No. of respondents on
every opinion
co
cu6
cu
<14
Di)
el
cL)
.—.
;.. co) .0
Statements bJ)
.ot
to
.
c, J,6
a
—
aj
czQ
..
11.,
ts,
=©6
t
6
ot
0
.11'
c6
''!
©at .icz,
4
There is no leadership 0 5 4 2 0
No cross-functional cooperation between departments 4 2 1 4 0
No employee involvement and empowerment 1 8 0 2 0
Lack of reward and motivation systems 4 2 4 1 0
The organisation does not focus on customers 1 6 2 2 0
No customer feedback system 8 0 0 2 0
There is a lack of cooperation from customers 0 4 3 2 0
There is a lack of cooperation from suppliers 0 6 3 2 0
Customer's satisfaction principle not appreciated in the
organisation
2 3 1 5 0
There is absence of the customer's voice in the organisation 6 4 0 1 0
There are a lack of training programs relating to quality
management system
9 2 0 0 0
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Appendix 21. Company B supervisors' opinions on a series of statements related
to Organisational Barriers
No. of respondents on
every opinion
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There is no leadership 2 8 3 5 0
No cross-functional cooperation between departments 3 9 0 6 0
No employee involvement 3 12 0 3 0
Lack of reward and motivation systems 10 8 0 0 0
The organisation does not focus on customers 0 6 3 9 0
No customer feedback system 0 18 0 0 0
There is a lack of cooperation from customers 0 10 0 8 0
There is a lack of cooperation from suppliers 0 9 6 3 0
Customer's satisfaction principle not appreciated in the
organisation
0 9 9 0 0
There is absence of the customer's voice in the organisation 0 10 6 2 0
There are a lack of training programs relating to quality
management system
8 10 0 0 0
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Appendix 22. Company B manager's opinions on a series of statements related to
Organisational Culture Barriers
Statements
No. of respondents on
every opinion
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The bureaucratic culture prevalent in the organisation 2 2 3 4 0
There are wrong people in the wrong position 2 2 3 4 0
Fear of admitting error 5 5 0 1 0
Quality is swearword in the language of many workers 0 0 4 7 0
Employees are not working towards future of the organisation 0 4 0 7 0
Employees want to follow instructions rather than to create proposals in
their jobs
6 4 1 0 0
Employees just look for their own benefits 4 3 1 3 0
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Appendix 23. Company B supervisors' opinions on a series of statements related
to Organisational Culture Barriers
Statement
No. of respondents on
every opinion
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The bureaucratic culture prevalent in the organisation 2 10 2 4 0
There are wrong people in the wrong position 6 8 2 2 0
Fear of admitting error 4 14 0 0 0
Quality is swearword in the language of many workers 0 0 3 15 0
Employees are not working towards future of the organisation 3 3 6 6 0
Employees want to follow instructions rather than to create
proposals in their jobs
10 8 0 0 0
Employees just look for their own benefits 3 3 6 6 0
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Appendix 24. Company B managers' opinions on a series of statements related to
Technical Barriers
Statements
No. of respondents on
every opinion
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There is a lack of understanding of the purpose of ISO 9000
certification
9 2 0 0 0
There is a lack of understanding the benefits of ISO 9000
certification
5 6 0 0 0
No awareness of ISO 9000 standards through employees 9 2 0 0 0
No expert people in quality management 8 3 0 0 0
Ineffective communication between departments 6 4 0 1 0
Ineffective communication between the organisation and its
suppliers
4 4 1 2 0
The organisation has too many suppliers 3 6 0 2 0
There is a lack of achieving training targets 9 2 0 0 0
There is a lack of information 3 8 0 0 0
The organisation have a difficulty of calibration 6 4 0 1 0
No proper organisational structure developed 0 0 4 6 1
There is a lack of proper performance measurement 2 6 1 2 0
Insufficient technology and poor quality management practices in
the organisation
4 5 0 2 0
The organisation has difficulty to procure raw materials 4 5 0 2 0
No proper incoming materials assessment carry out by the
supplier
4 5 0 2 0
No control of suppliers procedures 0 4 5 2 0
Improper control of nonconforming product procedures in the
organisation
4 2 0 5 0
The organisation trains its employees without specific purposes 2 6 1 2 0
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Appendix 25. Company B supervisors' opinions on a series of statements related
to Technical Barriers
Statements
No.	 of respondents
on every opinion
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There is a lack of understanding of the purpose of ISO 9000
certification
6 12 0 0 0
There is a lack of understanding the benefits of ISO 9000 certification 6 12 0 0 0
No awareness of ISO 9000 standards through employees 9 9 0 0 0
No expert people in quality management 6 9 1 2 0
Ineffective communication between departments 0 9 0 9 0
Ineffective communication between the organisation and its suppliers 0 9 0 9 0
The organisation has too many suppliers 3 8 3 4 0
There is a lack of achieving training targets 4 10 3 1 0
There is a lack of information 6 6 3 3 0
The organisation have a difficulty of calibration 7 9 0 2 0
No proper organisational structure developed 3 6 0 6 3
There is a lack of proper performance measurement 5 6 0 0 7
Insufficient technology and poor quality management practices in the
organisation
6 12 0 0 0
No proper incoming materials assessment carry out by the supplier 0 9 5 4 0
The organisation has difficulty to procure raw materials 4 10 4 0 0
No control of suppliers procedures 1 8 3 6 0
Improper control of nonconforming product procedures in the
organisation
3 4 5 6 0
The organisation trains its employees without specific purposes 8 10 0 0 0
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